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ABSTRACT
COLLEGE PRESIDENTS AND ADMINISTRATIVE TEAM MEMBERS: AN
INVESTIGATION OF A TEAM LEADERSHIP APPROACH TO FINANCIAL
DECISION-MAKING IN LIBERAL ARTS COLLEGES
MAY 2007

KATHLEEN J. MANGANO, B.S., SPRINGFIELD COLLEGE

M.E., SPRINGFIELD COLLEGE

Ed.D., UNIVERISTY OF MASSACHUSETTS AMHERST

Directed by: Professor Kerry Ann O'Meara

The purpose of this multi-case study was to examine how presidential leadership
teams function in three all-women’s liberal arts colleges dealing with a financial crisis
situation. Higher education faces numerous challenges and there is pressure to have
strong administrators with skills and strategies and administrative practices to battle these
complex realities. Strong presidential leadership is critical to help solve the economic
problems facing many colleges and universities, and a team leadership approach is a
particular style of leadership that can be used to counteract these problems.

A multiple case study design, which included cross analysis of information
gathered through open-ended interviews, observations, and written documents, was
conducted. Microscopic analysis, open and axial coding, and a coding scheme were used
to help identify and clarify themes. The findings are consistent with the research literature
on team leadership in higher education. As “real” teams, each College President utilized
all three functions (i.e., utilitarian, expressive, cognitive) concurrently, which influenced
the effectiveness of the teams and their ability to make valid and rationale decisions
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during their financial crisis situation. The level of effectiveness, however, varied along a
continuum ranging from effective to ineffective within each functional area. Other factors
that contributed to the effectiveness of the team leadership style were the team member's
and president's perspectives of their roles individually and collectively. In addition, the
women’s college context, the institutional size and non-hierarchical environment, and the
President’s relationship with the faculty all were considered influential in the
effectiveness of the team’s functions. These findings emphasize the benefits of
implementing a team leadership approach. This leadership style facilitates sharing
information and working collaboratively; a supportive community; viewing problems
from multiple perspectives; and, encourages strong faculty involvement in the decision¬
making process. Decisions made by a team can be more effective than a decision made
by one person.
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CHAPTER 1
A TEAM LEADERSHIP APPROACH TO FINANCIAL DECISION-MAKING IN
HIGHER EDUCATION
At the February Board of Trustees meeting, the Chairperson of the Board
presented the financial status of Ridgewood College. The Chair expressed his
tremendous concern with the current two million dollar deficit. He proposed a
10% budget cut across campus effective immediately. President Crawley was
charged with making some difficult decisions. The Board suggested to the
President that it was unlikely the cuts could be made without terminating staff and
faculty members. These types of decisions were unprecedented in the history of
Ridgewood College.
Since President Crawley came on board at Ridgewood College three years ago,
her leadership style had emphasized a team leadership approach. Throughout her
presidency. President Crawley has utilized the valuable resource of her
administrative team, and has recognized the views and insights of each team
member when making decisions that affect the college. With the current financial
dilemma and urgency in the decision-making process, President Crawley
questioned whether or not her present leadership style would allow her to make
these quick decisions; generally, “Can a team leadership approach function
efficiently and effectively in a crisis situation?” Would a bureaucratic style of
leadership function more efficiently and effectively? In addition, how will her
administrative team members, with whom she has worked so closely, perceive
their role and her role as the president in making these challenging decisions?
Should each team member be asked to share their input on which faculty and staff
members should be laid off? Finally, liberal arts institutions are unique
environments where faculty expect collaborative decision-making. Would this
type of liberal arts environment be conducive to quick decision-making? The
manner in which these decisions were made could ultimately affect President
Crawley’s status and legacy at Ridgewood College.

A financial crisis similar to the one in the vignette above, as well as other crises,
occurs in many college and university board rooms across the United States. Leadership
in teams is growing in popularity in a variety of organizations, including institutions of
higher education (Bensimon & Neumann, 1993; Bimbaum, 1992; Bolman & Deal, 1997;
Eckel, 1998; Frost & Gillespie, 1998; Gardiner, 1988; Guskin & Bassis, 1985;
Katzenbach & Smith, 1993; Kezar, 1998; Knudson, 1997; Kolger Hill, 2001; Larson &
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LaFasto, 1989; Levy-Reiner, 1990; McCann & Margerison, 1989; Rees, 2001;
Riechmann, 1991; Weber & Karman, 1989). Research has shown that there are numerous
advantages when a team leadership approach is implemented in particular situations.
Advocates of a team approach (i.e., collaborative) to leadership contend that team
leadership 1) enhances the ability of an organization to grasp new knowledge (Bensimon,
1991; Bensimon & Neumann, 1993); 2) generates more creative and diverse innovations
and solutions (Bensimon & Neumann, 1993; Eisenstat & Cohen, 1990); 3) increases
productivity (Bensimon & Neumann, 1993; Bimbaum, 1992; Rice & Austin, 1988); and
4) improves performance (Kouzes & Posner, 1995). Some researchers also argue that a
team approach to leadership increases the effectiveness and efficiency of human
resources, such as their skills, attitudes, and energy (Bolman & Deal, 1997; Bolman &
Deal, 1992; Guzzo & Dickson, 1996; Katzenback & Smith, 1993; Lewis, 1994; Rice &
Austin, 1988; Riechmann. 1991; Wheelan, 1999).

A team leadership approach has been implemented effectively in the business and
government realm. These three organizations (higher education, business, and
government) have similarities and differences in both their operational functions and
performance goals (Bess, 1988; Frost & Gillespie, 1998). For example, while in most
businesses and in government, performance goals are clearly defined, goals in higher
education are often ambiguous.

One area of growing concern among these organizations is in the effectiveness of
leadership. A key factor in a leader’s effectiveness is the ability to build a team (Hogan,
Curphy, & Hogan, 1994; Lewis, 1994). For example, team building involves building
relationships that foster connectedness, interaction, and collaboration (Bensimon &
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Neumann. 1993). This connection between success and team was supported by Bensimon
(1991) who stated that based on the findings in business organizations, a common belief
was that “organizational success, regardless of whether it is defined as the ability to
innovate, achieve adaptability in adverse circumstances, or get an edge on productivity, is
more likely to be achieved when leaders embrace a teamwork approach” (p. 37).
Although limited research has been conducted on academic organizations implementing a
team leadership approach, this perspective of the usefulness of teams is consistent with
academic norms of “participatory decision-making”, “shared authority”, “empowerment”,
“consultative” or “consensus”, “collaborative”, and “collegial” approaches (Bensimon,
1989; Bensimon & Neumann, 1993; Bimbaum, 1992; Cooper, 2002; Keohane, 1985;
Neumann, 1991; Powers & Powers, 1983; Vroom, 1983: Yukl, 1989).

There are banders to the effective implementation of a team leadership approach.
For example, a particular bander would be where there is a dual control system in place.
A dual control system is where the institution (administration) and the faculty
(professional) share authority for the operations of the institution. This system is prone to
conflicts between professional and administrative authority, ambiguous goals, and other
properties unique to a professional organization (Baldridge, Curtis, Ecker, & Riley, 1978;
Bensimon, Neumann, & Bimbaum, 1989; Bimbaum, 1989; Cohen & March, 1986).
While these banders are very real, the implementation of a team leadership approach is
worth investigating.

The focus of this chapter is to give the reader an overview of a team leadership
approach; the characteristics and cultural perspective of team leadership; how team
leadership might be used by college presidents; and the advantages and disadvantages of

team leadership. In addition, the manner in which a team leadership approach is utilized
in an academic setting; how team leadership differs from a bureaucratic or hierarchical
style of leadership; and the content of liberal arts colleges dealing with tough financial
decisions will be another focus of this chapter. A summary of some of the previous
studies conducted in this area will also be highlighted.
Team Leadership Style

An emerging paradigm in the current literature of higher education governance is
team leadership (Bensimon & Neumann, 1993; Bing & Dye, 1992; Guskin & Bassis,
1985; Knudson, 1997; Rice & Austin, 1991). Leadership in teams is a style of
management that promotes interaction and collaboration (Bensimon & Neumann, 1993;
Bimbaum, 1992; Bimbaum, 1988; Donaldson, 2001; Kogler Hill, 2001; Riechmann,
1991; Wheelan, 1999). The purpose of team leadership is to encourage expression of
individual viewpoints and perspectives, to enlarge individual members’ understandings of
each other’s views, and to bring out differences rather than looking mostly to similarities
(Bensimon & Neumann, 1993).

Team leadership includes the professional growth and development of both the
leader and the members of the team. These areas of development include: a) individual
leadership capabilities; b) skills necessary for effective group process - understanding of
the concepts and practice of interpersonal and intergroup communication skills; and c)
the skills of the leader to recognize and respond to which individual has the necessary
information and skills for the resolution of issues or problems presented before the group
(Pomrenke, 1982). In order to effectively investigate the team leadership approach, it is
vital to examine both the team and the approach.
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Several researchers have defined teams in similar ways with “groups” as a focus.
According to Kogler Hill (2001), teams are “organizational groups composed of members
who are interdependent, who share common goals, and who must coordinate their
activities to accomplish these goals” (p. 161). Essentially, a team can be defined as “two
or more people who work collaboratively to make something happen” (Rees, 2001, p.
17). Larson and LaFasto (1989) also defined team as a group of two or more people
engaged in a coordinated effort to attain or achieve a specific performance objective or
recognizable goal. This goal or objective notion was defined specifically by Katzenbach
and Smith (1993) who stated that a team in higher education is a “small number of people
with complementary skills who are committed to a common purpose, performance goals,
and an approach for which they hold themselves mutually accountable” (p. 45).

The term group is often referenced in the definition of leadership, and specifically
when defining team leadership. Yukl (1981) highlighted three assumptions regarding the
concept of leadership. Leadership is: 1) a group phenomenon involving interactions
between two or more persons; 2) a group leader distinguished from other group members
(followers); and 3) a process involving the exertion of influence by the leader over
followers. Similarly in higher education, Bimbaum (1989) reported that some college
presidents viewed leadership as a group rather than an individual phenomenon. This
viewpoint held that the role of the president was not to direct but to facilitate the
emergence of the pluralistic leadership latent within the group.

5

Cultural Perspective of Team
For college and university presidents and administrators to grasp the concept of
team leadership, it is important to understand the cultural perspective of what a team is.
According to Bensimon and Neumann (1993) a team is:
1) a collectivity that is an entity in and of itself rather than merely the sum
of its individual member parts; 2) a set of actions, cognitions, feelings and
experiences; 3) a setting marked by both shared and fractured meaning; 4)
a social reality created and recreated by those who are part of it; 5) a
reality that exists inside the head of each member - and, therefore, it is
likely to differ, at least somewhat, from member to member; 6) a reality
that may be grasped only through close interpretation of the experiences
and understandings of its individual members; and 7) a fluid set of beliefs,
understandings, and differences (p. 30).

Likewise, Senge (1990) stated that the aim of these teams is to evolve into a group where
each person brings their expertise and experience and then function together so that the
whole becomes greater than the sum of its parts. Thus, team thinking becomes the major
goal of team development (Bensimon & Neumann, 1993).

Cognitive Teams. Cognitive Frame of Reference, and Functional Domains

Teams can represent a variety of different groups in higher education such as a
task force or an ad hoc committee. When discussing team leadership, however, several
researchers focused specifically on the presidential team (Bensimon & Neumann, 1993;
Bimbaum, 1992). The president’s team can be comprised of two people working
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collaboratively, namely a president and vice president, or more than two individuals
representing the administrative team or cabinet (Bimbaum, 1992; Knudson, 1997). These
two presidential team structures can also function as cognitive teams.

A cognitive team is an alternative perspective on team leadership described by
Neumann (1991). According to Neumann (1991) teams engaged in collective knowing
are considered cognitive teams. Usually comprised of the president’s team, a cognitive
team is a “sense-making system patterned after the human mind and capable of
perceiving, thinking, learning, and learning to learn” (p. 487). In this model, the team
constructs its own reality in relation to the set of thinking roles played by each team
member. Neumann (1991) revealed that cognitive diverse teams are likely to experience
greater success than others who prefer to work singly, or who ignore cognitive roles in
team building, or who develop teams with members who have similar or consensus
thinking. Cognitive diverse teams seek creativity and different modes of thinking which
enable a team to examine problems with similar and competing perspectives.

In addition to the cognitive team perspective, Bensimon and Neumann (1993)
emphasized how resourceful an administrative team can be to a college president.
Bensimon and Neumann (1993) examined a) the relationship between the president's
cognitive frame of reference and how it impacted the effectiveness of the team; b) the
cognitive complexity of the team; c) the functional domain of the team; d) the simple
versus complex teams; and e) the “real” versus “illusory” teams. The researchers alleged
that presidents need to understand their role as the team builder, as well as understand
how teams work, what they are capable of accomplishing and not accomplishing. Also
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important is how the team members understand the function of the team and the various
roles they can play.
According to Bimbaum (1992), the president's first resource, the cognitive frame
of reference, refers to the “conceptual maps for understanding an organization and
interpreting the effectiveness of leaders’ behavior" (p. 63). There are four frames that
have been identified: 1) bureaucratic, which focuses on the structure and organization of
the institution and emphasizes setting priorities, making orderly decisions, and
communicating through established lines of communication; 2) collegial, which focuses
on the achievement of goals through collective action and emphasizes consensus
building, loyalty and commitment to the institution; 3) political, which focuses on
monitoring internal and external environments and the use of influence to mobilize
needed resources, and emphasizes establishing relationship with constituencies; and 4)
symbolic, which focuses on the meaning of the institution interpreted by its history,
maintaining its culture, and reinforcing its values through the emphases of language,
myths, stories, and rituals to foster shared meaning and beliefs (Bensimon 1989;
Bensimon & Neumann, 1993; Bimbaum, 1988; Bolman & Deal, 1984). Since each of the
four frames focuses attention upon one individual aspect of the institution, leaders who
view their college or university through only one of the four frames are limiting their
understanding of their institution.

Therefore, when the president and members of the administrative team view the
institution through multiple frames, they will gain a better understanding of the institution
and will have available to them alternative ways of problem solving and decision¬
making. Leaders who utilize a multi-frame perspective can be thought of as cognitively
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complex. Hence, the cognitive complexity of the team as a president’s resource reflects
the collective talents of the team members to see and understand the life of the college
from multiple perspectives and their ability to process new information in diverse ways
(Bensimon & Neumann, 1993; Bimbaum, 1992).

The functional domains of a team identified by Bensimon and Neumann (1993)
can be viewed as another presidential resource. The three functions of a presidential team
are: 1) the utilitarian function, to assist the president in achieving a sense of rationality
and maintain control over institutional operations; 2) the expressive function, to reinforce
a sense of connectedness among team members; and 3) the cognitive function, to expand
the intelligence of each team member and to enable the team to function as a creative and
corrective system.

A “complex” or “real” team, as a presidential resource, is shaped when a
president conceives of all three functions (utilitarian, expressive, and cognitive) rather
than one or two. Conversely, a “simple” or “illusory” team operates only in one or two of
the three functional domains. In addition, the utilitarian functional domain is found to be
most associated with “illusory” teams; these teams give little attention to the processes of
thinking or the importance of being together. This model of functioning is largely
represented in a traditional bureaucratic management or hierarchical structure.

Bensimon and Neumann (1993) discovered that the size and type of the institution
influenced the use of real or illusory teams. In their study of fifteen institutions, varying
in size and type, presidents of small institutions, and presidents of smaller, private, fouryear colleges were more apt to have and use real teams, while presidents of large, public
universities were likely to have and use illusory teams. The researchers suggested that the
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reasons for these findings are that tightly coupled smaller institutions are more conducive
to tightly coupled real teams; conversely, large loosely coupled universities oppose real
and complex teamwork (Bensimon & Neumann, 1993; Bimbaum, 1988; Bimbaum,
1992). Tight and loose coupling refers to the connections between organizational
subsystems. For example, the faculty senate is a subsystem of most institutions.
Subsystems that are tightly coupled often respond directly to one another, while loose
coupled subsystems may be responsive to each other, but they preserve their own identity
and separation (Bimbaum, 1988). Thus, liberal arts environments are likely to be one of
the most likely places to examine “real” team decision-making.

Leadership Style of the President

The leadership style of the college president is perceived as a key factor in the
forward progress and success of any institution. After studying 20 “on-the-move”
colleges and universities, Gilley, Fulmer, and Reithlingshoefer (1986) found that
implementing a teamwork approach was one of the ten fundamental strategies employed
by all the presidents, and one of the first priorities when taking the position was to put
together an effective administrative team. The researchers found that the significant
emphasis on teamwork and the use of administrative teams was a rarity in higher
education. Teamwork and the use of administrative teams was one of the unique
characteristics of the college presidents and the “on-the-move” institutions. In addition,
these institutions operated on a more lateral interaction of personnel at all levels
throughout the school. For example, department heads and faculty members may act as
teams with a team leader and team members. Subsequently, for organizations that use a
team leadership approach, building a strong leader and team relationship is important to
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leadership and team effectiveness (Guzzo, 1995). For teams and teamwork to contribute
to the overall quality and productivity of colleges and universities, it is vital for their
processes (collaboration) and products (decisions) to grow into the culture of the
institution (Frost & Gillespie, 1998).

According to some researchers, leading teams requires a different style of
leadership than does leading in a hierarchical strucRired organization. In hierarchical
organizations, decision-making comes from the top and the leader delegates the task to
the subordinates. Traditionally, the leader plays the role of the decision-maker and
delegator (Bess, 1988; Bimbaum, 1988; Bolman & Deal, 1997; Donaldson, 2001; Kezar,
1998; Ress, 2001). The leader is also seen as the authoritarian hero who sits on the top of
the pyramid of power (Baldridge, et al., 1978).

Conversely, in team-oriented organizations, a facilitative style is used and the role
of the facilitator focuses on motivating and involving others in setting and accomplishing
goals. The emphasis is on decision-making as a collaborative process. For example, the
team leader plays the role of the coach, motivator, team member and facilitator
(Bimbaum 1988; Bolman & Deal, 1997; Donaldson, 2001; Kezar, 1998; Rees, 2001;
Wheelan, 1999). Hence, the role of the academic leader becomes focused on their ability
to identify and bring together a team of problem-solvers rather than relying solely on
their own personal critical thinking skills (Bensimon & Neumann, 1993; Eckel, 1998).

A team leadership style is not exclusively implemented at the highest level of
administration; many other teams are formed throughout the campus including advisory
committees, task forces, problem-solving committees, ad hoc committees, research
committees, planning committees, and departmental, school or college committees.
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Depending on college size and mission, a teamwork approach can be implemented at all
administrative levels. The characteristics of some teams consist of individuals with
complementary backgrounds, and personalities who work harmoniously and less
intensely. In other instances, administrative teams work more intently and interact on a
daily basis (Gilley, et al., 1986).
Advantages and Disadvantages of a Team Leadership Style
The success of the tenure of a college president can be reflected in the leadership
style practiced (Bimbaum, 1992). Therefore, researchers have suggested the need to
explore the potential strengths and weaknesses of utilizing a team leadership approach
over a traditional, hierarchical approach (Bimbaum, 1992). Minimal research exists that
supports the benefits of using a team leadership approach in higher education. However,
results from most studies have illustrated the significant benefits of leadership teams
(Bensimon & Neumann, 1993; Neumann, 1991). According to Kezar (1998) some of the
benefits found in the studies that utilized a team leadership approach included: “more
effective decision-making, increased ownership of decisions, greater cognitive
complexity of ideas, more creativity and innovation, peer support and an increase in
accountability” . . . and “how creative problem solving emerges among teams with
diversely oriented minds ” (p. 60).

Additonally, Eisenstat and Cohen (cited in Hackman, 1990) detailed their findings
as to why a team effort is more effective than leadership guided by a single individual.
They suggested that: 1) decisions made by the team are more apt to represent a wide
range of interests; 2) more creative solutions are possible from team members with
different skills and perspectives; 3) team members feel ownership of decisions they had a
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role in shaping; 4) communication among top managers should be more efficient because
they meet regularly; 5) team leadership should help spread the burden and ensure that
important tasks receive adequate attention; and 6) leadership team membership provides
valuable development for its members. In sum, it appears that the benefits of this form of
leadership outweigh the disadvantages in most situations (Kezar, 1998).

The many benefits of leadership teams are a reflection of healthy functional
teams. Less functional teams do not operate as smoothly. In contrast, researchers have
highlighted some of the disadvantages of using this style of leadership. According to
Kezar (1998) dysfunctional leadership teams show signs of power struggles and
interpersonal conflicts, group leadership can be less effective than individual leadership,
and efficiency in the decision-making process is questionable. Rees (2001) concurred
with this notion stating that many dislike working in teams because team members: a)
lack patience to work with others and would prefer to work independently; b) have the
fear of losing their personal power and identity; and c) become frustrated by the amount
of time it takes the team to reach consensus.

Leadership teams can also become so cohesive that they isolate themselves from
the rest of the institution, and these highly homogeneous teams fall into the phenomenon
called “groupthinking” where members voice consensus rather than dispute viewpoints
for fear of disrupting the team’s harmony (Bensimon & Neumann, 1993). Described
similarly by Fischer (1993), groupthink is a “disease of terminal consistency” (p. 107).
Some of the disadvantages described above are caused by the lack of training and support
given to the teams (Dumaine, 1994; Knudson, 1997). According to Dumaine (1994) some
organizations rush to form a team without offering any or little training or support,
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without changing the design of their work, and without implementing new systems to
facilitate communication. Overall, working in teams can be time consuming and team
building is an ongoing process. The success of the team will depend on the efforts and
abilities of the team members to overcome these obstacles (Bensimon & Neumann, 1993;
Dumaine, 1994; Kezar, 1998; Rees, 2001).
To summarize, team leadership is considered to be more effective than a
bureaucratic style of leadership because of the expectations that team members share in
the responsibility of thinking as well as doing, which in turn enhances the team’s
involvement throughout the campus (Bensimon & Neumann, 1993). Effectively
instituting a team leadership approach can be an exciting and challenging task for a
college president, his or her administrative team, as well as the institution as a whole.
Having an effective president is one important component of the success of an effective
administrative team. However, before the president initiates a team leadership approach
at his or her college or university, understanding the realities and feasibility of
implementation is critical (Bensimon & Newmann, 1993; Bimbaum, 1992).

Since the president is the one directly responsible for the outcomes of the
decisions made, many presidents are apprehensive of relinquishing control by
implementing a team approach. Some presidents who claim to utilize a team leadership
approach may encourage and invite ideas, suggestions, and alternatives for consideration
when a decision needs to be made, but it becomes clear that the final decision is made by
the president (Bensimon & Neumann, 1993). Bensimon and Neumann (1993) postulated
that presidents who limit the functions of their administrative team undervalue the
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usefulness of the team, and an activity like decision-making can be enhanced when it is
approached collaboratively.

Culture of Liberal Arts Colleges

Like other organizations, the culture of colleges and universities incorporate the
values, beliefs, and norms of the institution (Frost & Gillespie, 1998). The culture of an
organization “is reflected in what is done, how it is done, and who is involved in doing it.
It concerns decisions, actions, and communication both on an instrumental and a
symbolic level” (Tierney, 1988, p. 3). The influence of the institution's culture can
explain why presidents of similar institutions using the same leadership style can produce
widely divergent results.

In the United States, there are many different types of higher education
institutions. Breneman (1994) divided institutions into four types; they include
community colleges, independent private colleges, state colleges, and universities. Of the
over thirty-nine hundred colleges and universities in the United States, there are only 202
listed as private Baccalaureate Colleges - Liberal Arts and 266 listed as private
Baccalaureate Colleges - General institutions according to the Carnegie classification
(http://www.cameigiefoundation.org/classification). Baccalaureate Colleges - Liberal
Arts (Liberal Arts I) are colleges that award at least half of their baccalaureate degrees in
liberal arts fields. Baccalaureate Colleges - General (Liberal Arts II) are colleges that
award less than half of their baccalaureate degrees in liberal arts fields
(www.cameigiefoundation.org). Private Liberal Arts I and II institutions are colleges
with a single-purpose. The sole purpose of their existence is to educate undergraduate
students. Research and graduate education programs are practically nonexistent at these
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institutions. Liberal arts colleges are residential, primarily enroll full-time students, have
approximately twenty to twenty-four majors and often rely on tuition dollars for survival.
By contrast, universities, state colleges, and community colleges are other principal forms
of higher education in this country and are considered more multipurpose institutions. In
the state college and university systems, greater value and resources are granted to
research and graduate and professional education. Similar to liberal arts colleges, students
are full-time and residential. In community colleges, vocational and technical training
and remedial instruction are of greater emphasis for the part-time, non-residential
students (Breneman, 1994). Another difference between the various systems of higher
education tends to be the role of the leader and how the administrative structure operates
and functions.

Academic Leadership
Although academic leadership in all the systems of higher education are enduring
numerous challenges and facing many economic problems, historically, concerns for
survival remain vivid in small liberal arts colleges. Declining enrollment figures,
increases in tuition costs, the ability to compete for and retain quality faculty, low
endowments, budget and resource constraints, changes in curricula, and the growing
competition for students with their public institution counterparts are some of the
constant concerns of a small college (Bonvillian & Murphy, 1996; Breneman, 1994;
Lang, 1999; Riechmann, 1991; Tuckman & Arcady, 1985). Pressure is increasing among
administrators for proven managerial techniques and administrative practices to aid these
complex realities facing higher education today (Bensimon & Neumann, 1993;
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Bimbaum, 1988; Bonvillian & Murphy, 1996; Breneman, 1994; Kiiudson, 1997;
Tuckman & Arcady, 1985).

In an academic environment, the size and complexity of an institution may
influence the decision by the leader to institute a team leadership approach. Large
universities tend to be strongly political in nature and rely more on power tactics than a
collaborative approach (Bensimon & Neumann, 1993). The larger the institution and the
more levels involved in the decision-making process, the more difficult it becomes to
establish a collaborative environment atmosphere on issues that affect various
constituencies on campus (Keeton, 1971). Bureaucratization increases, which makes
shared governance more difficult to achieve (Zusman, 1999). Economically and
structurally it becomes less feasible for small colleges to operate similar to the
bureaucratic and multi layered decision-making processes of the larger university
(Howell & Eidson, 1985). More and more smaller private colleges have shown an above
average flexibility in introducing new modes of communication and systems of
governance for faculty and student voices (Keeton, 1971). Patterns of decentralization are
increasingly being explored which give government and management groups more
authority and greater accountability. Some colleges are implementing leadership teams
rather than traditional hierarchical administrative roles. However, for leadership teams to
develop effectively, the institution must commit the time and resources into proper
training (Bensimon, 1991; Bensimon & Neumann, 1993; Keeton, 1971) and the
president, or team leader, needs to understand the functions of the team (Bensimon &
Neumann, 1993).
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Differences in Leadership Style of Liberal Arts College versus University Presidents

The leadership style characteristic of many small private liberal arts college
presidents and provosts has been described as “aggressively participatory" (Rice &
Austin, 1988, p. 54). Rice and Austin (1988) found that presidents using a participatory
or team style of leadership encouraged shared authority and decision-making. The
presidents provided direction and purpose, while also empowering the faculty by giving
them leadership roles. Rice and Austin (1988) also found that morale and satisfaction was
higher and the leader was both effective and productive. In a study of small colleges,
Hotchkiss (2002) reported that presidents of small colleges were received more favorably
by their faculty when implementing a collegial style of leadership over an authoritarian
style.

Presidents of larger universities tend to differ in their leadership approach from
presidents of liberal arts colleges. Leadership, in these large universities, has been found
by researchers to operate more on negotiation, coalition, and persistence rather than
collaboration (Baldridge, et al., 1978; Bensimon & Newmann, 1993). Cohen and March
(1974) found that universities are more inclined to possess anarchic qualities and
characteristics such as differential complex structural units, and loose coupling, which
differ from the consensus collegial approach described in many liberal arts colleges.
According to Newmann and Bensimon (1990), presidents of large universities are more
likely and expected to focus their attention on external issues and activities, such as
fundraising rather than internal issues or operations. Presidents rely heavily on their
executive officers to oversee the internal operations of the institution; whereas presidents
of smaller colleges are involved in the daily operations of the institution, and presumably,
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decisions and changes can be implemented quicker due to less bureaucracy (Tuckerman
& Arcady, 1985). When a president is seen as more bureaucratic, it becomes difficult for
the president to influence the symbolic life of the campus. This possesses a particular
problem for presidents of public institutions who are constantly dealing with state
mandates, budget reductions, and accountability (Bimbaum, 1992). However, Hotchkiss
(2002) stated that regardless of presidential style and size of institution, the demand on
presidents to raise money is an obligation to the office. In addition, when implementing
change, small college communities demand more from their presidents: “visibility not
expected or indeed possible at a larger institution; openness in communication invited by
the nature of the community; and delegation of authority far more cautious than in larger
institutions because of the intensity of the president’s influence” (Hotchkiss, 2002, p.
410).

To face the numerous challenges in higher education, it is important for
leadership to understand the role of organizational culture in improving management and
institutional performance (Tierney, 1988). Through a humanistic approach, leadership in
teams is viewed as a cultural entity, “as a body that simultaneously coheres and fractures
in its meaning, relationships, and work dynamics” (Bensimon & Neumann, 1993, p. 26).
Relating culture to a team leadership approach highlights the importance of
understanding how teams work together and function collectively within the academic
community, rather than focusing only on how an individual performs (Bensimon &
Neumann, 1993; Bimbaum, 1992).
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The Significance of Financial Crisis on Team Leadership Decision-Making

Relevant to team effectiveness is the activity of decision-making (Guzzo, 1995).
Specifically in academia, the effectiveness of the president and the administrative team
can be determined by decisions made and how well the group handled an institutional
crisis (Bimbaum, 1992; Tjosvold, 1995). During a crisis situation, researchers found that
team members worked effectively combining their efforts, knowledge, and perspectives.
Each team member shared their ideas and viewpoints to help find mutually agreeable
solutions (Guzzo, 1995; Ilgen, Major, Hollenbeck & Sego, 1995). Tjosvold (1995)
emphasized the importance of using teamwork when preparing for crises. When members
work hard and use the structures, relevant information, and resources, they will be able to
succeed in a crisis situation and operate effectively as a team. This cooperative teamwork
will help the team deal with crises and accomplish their tasks.

Implementing a collaborative approach can be both beneficial and unfavorable
when making difficult decisions. In the study conducted by Bensimon and Neumann
(1993), some of the presidents adopted a consensus procedure and team members had a
significant voice and, at times, a vote. Bensimon and Neumann (1993) found that a
consensus approach to decision-making was most useful when addressing issues like
policy changes that affected the entire college or when financial resources needed to be
allocated. The decision-making process often involved giving team members formal
input to the final decision, but at times, the role of team members was more as advisors
and the final decision was made by the president.

Disconcertedly, Bensimon and Neumann (1993) also found that in terms of voting
or giving advice, few presidents considered this activity useful. Suggested reasons for the
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negative responses included the president underestimating the usefulness of the team's
decision-making capabilities, showing a lack of patience for consensus, viewing
consensus as a way to avoid responsibility, and demonstrating indecisiveness by the
president. Nevertheless, Bensimon and Neumann (1993) concluded that a collaborative
effort can enhance the decision-making process.

Bing and Dye (1992) found colleges and universities that utilized a more single¬
person decision-making process deteriorated the community atmosphere and discouraged
involvement in the academic life of the institution. A group decision can potentially be
more effective than a decision made by one person if the internal group processes are
successful during the problem solving and decision-making stages, and if the necessary
and relevant information is distributed among the group (Yukl, 1989).

Situational factors can also affect the decision-making process. Vroom and
Yetton’s (1973) model of leadership analyzed the decision-making component of
leadership to identify the situational factors that determine the type of problem solving a
leader should utilize. The two critical situational factors are “decision acceptance'’ which
was defined as subordinate compliance with the decision affecting the success of
implementation, and “decision quality” defined as a group performance affected by the
objective aspect of the decision.

In contrast, a study of decision-making in higher education conducted by Taylor
(1982) found that a community college, a four-year college, and a university college
president tended to ignore situation-specific factors in deciding how to reach a decision.
Although the presidents selected a participatory process most of the time, their rationale
focused less on increasing effectiveness but more on individual preference. Similarly, a
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hierarchical style was chosen with no regard to situational constraints. Taylor's (1982)
study was an example of the affects on “decision acceptance" and “decision quality”.

A college president decision-making process can impact their effectiveness.
Fisher, Tack, and Wheeler (1988) administered the Fisher/Tack Effective Leadership
Inventory to 312 they classified as “effective” presidents and found these college and
university presidents “to be less collegial and more distant” than representative presidents
(p. viii). According to the findings, effective presidents felt that they would not be able to
exercise leadership and maintain objectivity about the institution if they become close
friends with the members of the college community. However, the effective presidents
did support close collegial relationships among faculty. In higher education collegiality is
emphasized through actions and training programs, but not in leadership. Conversely,
leadership and collegiality are antithetical (Fisher, et al., 1988).

Since many presidents begin their professional careers as faculty members,
Fisher, et al. (1988) postulate that while gaining academic experience, these
representative presidents believe that familiarity and openness with colleagues will create
an ideal environment. Representative presidents believe that developing close
relationships with the faculty will help them achieve their goals. Establishing close
relationships was also found to be a common need with less confident people in all
settings (Fisher, et al., 1988).

Although Fisher, et al. (1988) found that maintaining social and psychological
distance contributes to effective leadership, this distance is not uniformly distributed. An
important point of emphasis found in their study revealed that effective presidents “do
maintain a strong relationship with their closest associates, defined typically as selected
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members of their executive cabinet” (p. 74). This is of importance to the research of my
study. For a team leadership approach to be effective, the president and the administrative
team (i.e. executive cabinet) must be collegial and work together.

In addition, effective presidents also believed in participatory management, but
recognized the ultimate decision is their responsibility. Although these presidents seek
opinions and facts from experts and those directly affected by the decision, they do not
believe in collegial leadership. On the other hand, when decisions are made at the lower
levels of the organization, presidents in this study decentralized the decision-making
process and gave decision-making authority to others when appropriate. It is important to
note, however, that the more difficult or controversial the issues, usually relating to
fundraising efforts and budgetary decisions, the more autocratic these effective presidents
tend to become.

Experiencing some degree of financial constraints is prevalent in all but a few
select colleges and universities (McCorkle & Archibald, 1982). With the numerous
problems that face institutions of higher education, a well managed and stable
administration is needed. According to McCorkle and Archibald (1982), academic
leadership practices may need to be modified if colleges and universities are to retain
academic quality, and intellectual vitality in the face of predicted enrollment decline and
increasing financial stringency. A team leadership approach is one style of management
that some college presidents are implementing to battle these challenging times in higher
education. A college president who utilizes a team leadership approach can work
collaboratively with their administrative team to find creative and innovative ideas and
solutions to institutional tasks and problems, while building a strong team culture. To
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have an effective leadership team, college presidents should comprise a cognitive team,
utilize all three functional domains, and all team members should view the institution
through multiple frames of references. A team leadership approach may assist college
presidents in making the best possible decision, while building a strong team culture
(Bensimon & Neumann, 1993).
Statement of the Problem
The conceptual framework guiding this study draws from research on leadership
teams in business and higher education, on the nature of academic administration and
leadership, decision-making, and the unique culture of liberal ails institutions. Team
leadership implies shared leadership rather than the traditional, individual-centered
approach to leadership (Bensimon & Neumann, 1993). When used effectively, team
leadership brings together the skills and experiences of many individuals who often
exceed the skills and experiences of one individual (Katzenbach & Smith, 1993). For
organizations that use a team leadership approach, building a strong leader and team
relationship is important to leadership effectiveness. Furthermore, to view a team as a
cultural entity is to look at its human side, rather than its administrative functions.
Understanding leadership teams as cultural entities requires all members to consider
“both consistency and difference, cohesion and fragmentation, creation and degeneration,
unity and fragmentation” (Bensimon & Neumann, 1993, p. 25). Hence, a cultural view of
teams considers how teams come together, work together, grow and stay together, as well
as how they come apart, especially in crisis situations.
The purpose of this study was to investigate the decisions and behaviors of liberal
arts college presidents utilizing a team leadership style. The study examined how
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leadership teams function, the perceived role of each team member, and the perceived
effectiveness of the team leadership style. In addition, the researcher explored any
similarities and differences in the team's composition and operation during a financial
crisis situation.

Significance of the Study

The goal of this study was to provide institutions of higher education currently
using or considering implementing a team leadership approach with strategies on how to
work together more effectively and function more efficiently. In addition, this study
could help college presidents gain knowledge and insight from the “learning experiences”
of the participating leadership teams, and also assist in determining if this style of
leadership would be more or less effective while handling a financial crisis situation at
their institution.

Methodological Overview

The overall methodology used was a multi-site case study (Merriam, 1998;
Rossman & Rallis, 1998) involving three college presidents of small liberal arts colleges
in New England who utilized a team leadership approach, and who had dealt with a
financial crisis at their institution. Interviews with and observations of both the Presidents
and the administrative team members helped obtain information on the perceived
function and effectiveness of the leadership style under investigation. In addition,
similarities and/or differences in composition and operation were also explored in
relation to how each of these Presidents and their team handled the financial crisis.
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Definition of Terms

Throughout this study, several key concepts were emphasized and were important
to define. These included: team, team leadership, team leadership effectiveness, team
leader, administrative team, liberal arts colleges, and financial crisis situation. For the
purposes of this study, the following definitions were used:

•

Teams
Teams are an “organizational group composed of members who are

interdependent, who share common goals, and who must coordinate their activities to
accomplish these goals” (Kogler Hill, 2001, p. 161). Teams are also defined as a group of
two or more people engaged in a coordinated effort to attain or achieve a specific
performance objective or recognizable goal (Larson & LaFasto, 1989). In this study, a
team consisted of seven to eleven people.

•

Team Leadership

Empowered participation among its members via interactive, collaborative, and
shared decision-making; the agendas of the team are created and negotiated by all. Team
leadership “enhances the capacity of organizations to master new knowledge and to use it
effectively to improve innovation, problem solving, and productivity” (Bensimon &
Neumann, 1993, p. ix).

•

Team Leadership Effectiveness

A three-dimensional concept depending on: (1) the team’s productive output
( decision) positively affecting those people directly involved; (2) the enhancement of the
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team’s ability to work together in the future; and (3) the degree in which each team
member experienced personal growth through their contributions (Hackman, 1990).

•

Team Leader

The person who is responsible for the performance and output of the work group.
The team leader “acts to clarify purpose and goals, build commitment and selfconfidence, strengthen the team’s collective skills and approach, remove externally
imposed obstacles, and create opportunities for others” (Katzenbach & Smith, 1993, p.
131). In this study the team leader was the college president who had a minimum three
year tenure.

•

Administrative Team

Members of the president’s cabinet or senior administrators (Bensimon &
Neumann, 1993). In this study they included such members as the Vice President of
Academic Affairs, Vice President of Institutional Advancement, Vice President
Administration and Finance, and Vice President of Student Affairs.

•

Liberal Ails College

An independent four-year institution of higher education with a residential and
traditional student population of no more than 5,000 students. Educationally, attention is
focused on teaching undergraduate students in nonprofessional programs such as arts,
humanities, languages, social sciences, and physical sciences (Astin, 1999; Breneman,
1994; Hawkins, 1999).
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Financial Crisis Situation
A financial crisis situation was operationally defined as a deficit in the operational
budget of an institution of higher education which required the institution to make
campus wide budgetary cuts effective immediately. At these institutions, presidents and
others perceived the situation as a crisis and responded appropriately.

Summary

Researchers argue that effective presidential leadership is imperative to the future
of higher education (Bensimon, et al., 1989; Fisher, et al., 1988; Whetten & Cameron,
1985). Effective and ineffective academic leadership comes in an array of presidential
leadership styles. Team leadership is one style that has gained considerable support in
academia regarding its effectiveness (Bimbaum, 1992; Bensimon & Neumann, 1993;
Bolman & Deal, 1997 Gardiner, 1988; Guskin & Bassis, 1985; Katzenbach & Smith,
1993; Knudson, 1997; Kolger Hill, 2001; Larson & LaFasto, 1989; Levy-Reiner, 1990;
McCann & Margerison, 1989; Rees, 2001; Riechmann, 1991; Weber & Karman, 1989).
Effective teamwork in any organization depends on many contingencies and complexities
such as individuals willing to work collaboratively with one another to enhance effective
leadership. Despite various contingencies and complexities, there is a multitude of
support for a team leadership style that reflects distinct advantages over the traditional
bureaucratic or hierarchical leadership style. Team leadership emphasizes participative
problem solving and decision-making as opposed to a more traditional bureaucratic or
hierarchical approach in which decisions are made at the top, exclusively by the president
(Pomremke, 1982).
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Limited research has been conducted on team leadership development programs.
Besides the on-the-job training and trial-and-error experiences, presidents and other
senior administrators have few training opportunities for obtaining the basic skills
involved in working with leadership teams. Leaders also need to recognize the essential
skills and strategies used in building and maintaining effective teams (Bensimon &
Newmann, 1993; McDade, 1987).
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CHAPTER 2

REVIEW OF LITERATURE
Introduction

Leadership is a valuable commodity. Whether employed by a corporate, political,
social, or academic organization, leadership qualities and skills are in high demand.
Researchers believe that possessing leadership ability increases one's influence over
others and increases one's worth in an organization (Northouse, 2001). Yet, how this
influence is exercised varies according to the organization and the particular model of
leadership practiced. For example, if an organization operates under a bureaucratic
model, leaders exercise legitimate authority over others, thus implementing a uni¬
dimensional model (March & Simon, 1963). On the other hand, a collegial or team
leadership model supports values associated with shared leadership and the process of
consultation. This shared leadership represents a more multi-dimensional model
(Bensimon & Neumann, 1993).

Leadership in groups or teams is a managerial approach receiving considerable
praise (Bensimon & Neumann, 1993; Bimbaum, 1992; Neumann, 1991). However, in
institutions of higher education, more specifically in small colleges, does effective
leadership require both a strong leader and the need for a good administrative team? The
answer to this question and others will be addressed in this chapter. The review of
literature in the subsequent text reviews and defines the following phenomenon:
leadership, leadership and organizational culture; teams and team development; team
leadership; research related to team leadership and administrative teams in higher
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education; advantages and disadvantages of team leadership; the culture of liberal ails
colleges; decision-making processes; and a summary of the review of literature.

Definitions of Leadership

The study of leadership has been highly profiled for several decades, but the
dimensions, measurements, and definition of the concept remain ambiguous (Pfeffer,
1977). Stogdill (1974) commented that “there are almost as many definitions of
leadership as there are persons who have attempted to define the concept” (p. 259). The
term leadership has diverse meanings and interpretations creating confusion and
discussion over the possibility of a common definition of this phenomenon. Some of the
confusion is caused by other terms used in the definition such as power, authority,
management, administration, control, and supervision. In addition, leadership has been
defined in terms of individual traits, behavior, influence, interaction patterns, and role
relationship to name a few (Yukl, 1989). The confusion concerning the definition of
leadership was described by Bums (1978) as:

one of the most observed and least understood phenomena on earth. There
is no school of leadership, intellectual or practical. No central concept has
emerged, in part, because scholars have worked in separate disciplines in
pursuit of unrelated questions and problems (pp. 2-3).

Nonetheless, the attempt by researchers to define or explain the concept of
leadership has generated numerous results. According to Rost (1991), a simplistic
meaning of leadership is to view leadership as “being number one, the collectivity of
leaders in an organization, and one person in charge of a group of people” (p. 98), but the
study of leadership warrants a more complex definition to make sense of the data
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collected by scholars. Fielder (1967), one of the most influential and prominent
researchers of leadership, defined leadership as “an interpersonal relationship in which
power and influence are unevenly distributed so that one person is able to direct and
control the actions and behaviors of others to a greater extent than they direct and control
his” (p. 11). Along the same lines, Stogdill (1974) defined leadership as “the process of
influencing the activities of an organized group toward goal-setting and goal-achievement
. . . It is the process by which the leader influences his followers to achieve group
objectives” (p. 28). Similarly, Northouse (2001) considered leadership “as a process
whereby an individual influences a group of individuals to achieve a common goal” (p.
11). Although there are several definitions of leadership, many researchers seem to agree
on one common component: that leadership involves the influence over others (Bennis &
Nanus, 1985; Fielder, 1967; Gardner, 1990; Jamison, 1997; Northouse, 2001; Rost, 1991;
Stogdill, 1974).

In addition, a postindustrial model interpretation of leadership stated that
“leadership is an influence relationship among leaders and followers who intend real
changes that reflect their mutual purposes” (Rost, 1991, p. 102). From this definition, if
leadership exists or is occurring, four essential elements must be present. Rost (1991)
contends that these elements are:

1) based on influence, whereas the relationship is multidirectional and the
influence behaviors are noncoercive; 2) based on the leaders and the
followers in the relationship and the unequal hierarchy among the
individuals; 3) intended real changes by leaders and followers; intend
refers to the purposefully desired certain changes sought after by both the
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leaders and followers, and real refers to the substantive and transforming
changes intended; and 4) development of leaders and followers mutual
purposes; these mutual common purposes, not goals, are forged in a
noncoercive influence relationship and the intended changes reflect their
purposes (pp. 102-103).

Taking a slightly different approach, Bensimon and Neumann (1993) emphasized
the shared concept of leadership by defining leadership “as a shared, interactive culturally
framed activity” (p. xi) and that leadership occurs “among and through a group of people
who think and act together” (p. 2). Gardner (1990) concurred by stating that leadership is
“the process of persuasion or example by which an individual (or leadership group)
induces a group to pursue objectives held by the leader or shared by the leader and his or
her followers” (p.l). In the view of Hogan, et al. (1994), “leadership involves persuading
other people to set aside for a period of time their individual concerns and to pursue a
common goal that is important for the responsibilities and welfare of a group” (p. 493).
Lastly, leadership is defined by Kouzes & Posner (1995) “as the art of mobilizing others
to want to struggle for shared aspirations” (p. 30).

Characteristics of a Leader

Looking at the role of the leader is important in studying the dynamic process of
leadership. Fielder (1967) defined a leader as

the individual in the group given the task of directing and coordinating
task-relevant group activities or who, in the absence of a designated
leader, carries the primary responsibility for performing these functions in
the group (p. 8).
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According to Bennis and Nanus (1985) a leader is someone “who commits people to
action, who converts followers into leaders, and who may convert leaders into agents of
change” (p. 3). Jamison (1997) defined a leader “as an individual in a position of power
or dominance over his subordinates” (p. 14). In their study, Kouzes and Posner (1995)
uncovered five fundamental practices of exemplary leadership. Exemplary leaders were
able to: 1) challenge the process; 2) inspire a shared vision; 3) enable others to act; 4)
model the way; and 5) encourage the heart (p. 9). Embedded in the five practices are the
behaviors, or what the researchers term the “Ten Commitments of Leadership”, that serve
as the foundation for learning how to lead. The “Ten Commitments of Leadership” are:
1) seek challenging opportunities to grow, change, and improve; 2) experiment by taking
risks and learning from mistakes; 3) envision an inspiring future; 4) enlist others in the
shared vision; 5) foster collaboration; 6) strengthen others through empowerment; 7) set
positive examples; 8) achieve small victories that promote consistent progress and build
commitment; 9) recognize the contributions of others; and 10) celebrate team
accomplishments on a regular basis (p. 18). Ultimately, a leader cannot lead without
influence, and influence is about the relationship between the leader and the follower
(Kouzes & Posner, 1995).
Gender Differences in Leadership

Gender differences are also grounded in studying the dynamic process of
leadership. Much of the debate on gender and leadership style differences is based on
perceptions. Changing perceptions can be a difficult task to achieve when traditional
norms of leadership have been entrenched in our society. Since leaders in the United
States have customarily been males, people assume that “leadership equates with
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maleness" (Moran, 1992, p. 478). This is evident in our language. When describing a
leader, adjectives such as competitive, aggressive, and dominant are used, and these
terms are often associated with masculinity. This stereotypical leader mold often put
women at a disadvantage (Moran, 1992).

Furthermore, custom to Western traditions men lead and women administer;
women administer first to the family structure and then to external structures.
Reinforcement has been given to this traditional arrangement through the association of
valued masculine attributes, traits, and ways of being with the leadership roles and
functions. Conversely, ineffective leadership has been associated with feminine
attributes, traits, and ways of being. Nonetheless, with the increasing number of women
leaders in organizations over the past several decades, women’s ways of being have been
examined through gender comparisons as appropriate possibilities for best practice and
ways of being a leader (Curry, 2000).

Hill and Ragland (1995) conducted a study to explore the perceptions of
leadership skills in women. Female participants were asked to list five words that others
would use to describe their leadership style. Characteristics were synonymously
combined and the findings revealed the following describers in predominant order:
problem solver, creators of vision and ideas, hold and demonstrate high expectations of
performance for themselves and others, and “their concern with representing
trustworthiness, fairness, dependability, and honest in dealing with others” (p. 47).

Jamison (1997) also supported similar characteristics of women leaders.
According to a consensus report of the Center for Strategic and International Studies
(CSIS) and the International Women’s Leadership Fellowship program (IWLF), women
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were characterized “as participatory and consensual team leaders who understood the
significance of the inclusive and motivational leader" (p. 18). She continued to state that
women leaders focus on the importance of encouraging follower's creativity, team
participation in the goal setting and decision-making process, as well as team spirit. If the
followers are not included and committed to the goals or the decision-making process, it
can result in low morale, poor communication, and low motivation.
More and more women are in positions of leadership (Shepard, 1998). Based on
these data, research has been conducted on leadership and gender differences. There are
gender-related characteristics perceived in leadership behaviors and styles. According to
Eagly and Johnson (1990), the characteristics of an autocratic leader is a person “who
behaves autocratically and discourages subordinates from participating in decisionmaking" (p. 236). Conversely, a democratic leader is a person “who behaves
democratically and allows subordinates to participate in decision-making" (Eagly &
Johnson, 1990, p. 236). Some general perceptions and findings regarding these two
leadership styles revealed that democratic managers are more favorably perceived than
autocratic managers (Luthar, 1996; Moran, 1992). The findings from a meta-analysis
conducted by Eagly and Johnson (1990) also discovered that an authoritarian leadership
style is associated with masculine sex-role expectations and a democratic leadership style
is associated with feminine sex-role expectations (Eagly & Johnson, 1990). In addition,
women have a tendency to adopt a more democratic style, while men adopt a more
autocratic style (Eagly & Johnson, 1990; Moran, 1992).

Shephard (1998) also stated that an expressive or interpersonal leadership style
was more characteristic of women leaders while a more instrumental or task-oriented
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leadership style was characteristic of men leaders. These leadership styles have created
positive and negative perceptions of women leader’s and their ability to lead effectively.
In a recent study conducted by Shepard (1998) one-half of the school board presidents
and one-fifth of the superintendents responsible in hiring leaders in K-12 school districts
“indicated that they did not see women as having the self-confidence to be in leadership
or management positions” (p. 46). Negatively, women were perceived as being too timid
and too emotional. Positively however, women were perceived as having more favorable
interpersonal skills than men. These skills include “being more sensitive to the needs of
others, being warm and friendly, getting people to work together, and having social skills
and tact” (p. 46).

In regards to gender characteristics of leadership behavior, the two behaviors in
comparison are consideration and initiating structure. Consideration is characterized by a
leader who displays more employee-oriented behaviors, while a leader who displays
more directive productive-oriented behaviors is initiating structure (Cann & Siegfried,
1990; Eagly & Johnson, 1990; Lewis & Fagenson-Eland, 1998). Consideration behaviors
are perceived to be feminine and structuring behaviors are perceived to be masculine.
Furthermore, masculine traits are rated as structuring and feminine traits are rated as
consideration (Cann & Siegfried, 1990; Eagly & Johnson, 1990; Lewis & FagensonEland, 1998).

According to Wenniger and Conroy (2001), there are distinct differences in styles
and values between women and men leaders. Women leaders are characterized as
emphasizing collaboration and cooperation more than men leaders who emphasize
hierarchy and order. Men leaders are also more concerned about the results than the
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process, while women leaders stress the importance of the process as much as the
importance of the product, and perceptions and feelings are as important as the facts.
“While men would focus on the result and believe that the end justifies the means,
women savor the process of being inclusive and collaborative so that all stakeholders
believe their voices are heard in the process of making decisions and policy" (Wenniger
& Conroy, 2001, p. xvii).
In recent years in academe, the number of women in leadership positions has
increased (Touchton, Shavlik, & Davis, 1993; Wenniger & Conroy, 2001). In the most
recent study conducted by the American Council on Education (ACE), The American
College President (2002 Edition), the total percentage of women presidents doubled from
about 10 percent in 1986 to 21 percent in 2001. In addition, women represented 24
percent of all newly hired presidents compared with 21 percent of the total group of
presidents. However, the majority of female presidents are at two-year institutions, liberal
arts colleges, and women’s colleges (O’Connor, 2004).

A qualitative study conducted by Tedrow and Rhoads (1999) explored the
experiences of women in leadership positions in community college settings. After
interviewing 30 senior female administrators, the researchers found three patterns of
leadership identity for women as leaders: adaptation, reconciliation, and resistance.
According to Tedrow and Rhoads (1999), adaptation represented the efforts taken by the
senior women administrators to fit into the community college context by utilizing a
strong instrumental style of leadership. Instrumental leadership stresses rational thoughts
and strategic action, and where “people and ideas are often situated as tools for
organizational leaders to use in working toward increased efficiency” (Tedrow & Rhoads,
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1999, p. 1). An instrumental approach is viewed more closely with masculine ways of
leading than feminine ways (Tedrow & Rhoads, 1999). Senior women administrators
who used reconciliation as a response tend to rely on both instrumental and relational
styles. A relational approach emphasized the importance of including “diverse groups,
share power, build coalitions, as well as advance individual and community
development" (Tedrow & Rhoads, 1999, p. 1). Accordingly, rational ways of knowing
are more often reflective of women leaders. A women’s ability to build coalitions and
instill relational ways of knowing throughout various organizational contexts was
patterned in the resistance category. Women who were categorized as resisters identified
the dominant organizational models as male-oriented and challenged such structures
frequently (Tedrow & Rhoads, 1999). Findings from the study revealed that the
leadership identity most often constructed by the senior women community college
administrators reflected the organizational expectations and norms defined by the
instrumental roles and behaviors of males (Tedrow & Rhoads, 1999). In addition, even
though each of the 30 women was placed in one of the three categories, the study found
that all the women were inclined to use all three strategies (Tedrow & Rhoads, 1999).

Thomas (1993) also conducted a study on gender and leadership style using
community college presidents. Comparing five male college presidents with five female
college presidents revealed that when first appointed, expectations were different of male
and female presidents, but over time stereotypical biases diminished and the individual’s
abilities and skills were realistically evaluated. The two stereotypical biases were that
women were unable of making strong independent decisions and that their decisions were
based more on emotion rather than logic. In addition, although presidential leadership
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styles did not fall into gender patterns, women presidents more often utilized a
participatory style. According to Thomas (1993), the most successful college presidents
combined the use of traditionally male and female traits. The study concluded that
leadership style was determined by the individual's personality and training.
In a study conducted by Wheeler and Tack (1989) using the Fisher/Tack Effective
Leadership Inventory designed to identify distinguishing characteristics of effective
college presidents revealed that male and female college presidents maintain similar
overall leadership behaviors and attitudes. However, female college presidents try to
achieve consensus to a greater extent than male presidents. Wheeler and Tack (1989) also
concluded that active participation and involvement from constituent groups was the only
way to achieve consensus.
Women administrators are more apt to utilize a participatory style of leadership
(Jablonksi, 1996). A participatory style encourages collaboration, creativity,
empowerment, decision-making, and open communication (Jablonski, 1996). Women
administrators who use this style believe that empowerment enables colleagues to grow
and develop, and collaboration will aid in a shared decision-making process. This style of
leadership creates a working environment that values people and promotes a community¬
like atmosphere.

Although there are many definitions of leadership in today’s competitive
environment, leadership is critical for survival in any business or organization.
Leadership can be viewed as the energy of the organization. It must be presented and
practiced throughout an organization, vertical and horizontal, and ongoing (Cooper,
2002). According to Jamison (1997), the definitions of leaders and leadership are shifting

40

from the hierarchical model of power to a more collaborative decision-making model that
reflects a more collegial and team atmosphere. In sum. leadership is a form of
empowerment that is closely connected to the culture of the organization. It provides an
active means for achieving an empowered community (Tierney, 1989).

Leadership and Organizational Culture

To further understand the concept of leadership, it is important to also discuss the
relationship of leadership to the culture of an organization. Leaders have the opportunity
to create, manage, and influence an organization’s culture. However, Schein (1985)
stated that “the only thing of real importance that leaders do is to create and manage
culture and that the unique talent of leaders is their ability to work with culture” (p. 2).
Essentially, their challenge is to manipulate the culture by helping the organization
reverse some cultural assumptions, while also helping it learn new assumptions (Schein,
1985). How they proceed in manipulating the culture can impact their effectiveness as a
leader. According to Schein (1985), for cultural change to occur the leader must
understand the importance of actively involving others in the process. Redefining culture
requires the cognitive insight of more than one individual. For example, members of the
organization are the ones who carry out the mission, not the independent leader. If the
leader wants the members to be motivated and committed to the mission, the members
need to be involved in its creation.

Organizational culture can be defined as a set of values, beliefs, norms, and
assumptions that are shared by members of an organization (Bass, 1985; Daft, 1986; Kuh
& Whitt, 1988; Schein, 1985; Tierney, 1988). According to Smircich (1983), culture is
the “social or normative glue that holds an organization together. It expresses the values
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or social ideals and the beliefs that organizational members come to share" (p. 344). The
symbolic rituals, myths, stories, and specialized language are what manifest these values
and beliefs. Culture also emphasizes the efforts of constituents working collectively in
shaping norms, values, practices, beliefs, and assumptions that will guide their behaviors
and provide them with a frame of reference in which to interpret the meaning of activities
and actions throughout the organization (Bensimon & Newmann, 1993; Frost &
Gillespie, 1998).
Culture influences what people perceive, how they behave, and the decisions that
they make (Bimbaum, 1988; Tierney, 1988). The purpose of culture is to provide
members with a sense of identity, and to foster a level of commitment to beliefs and
values that go beyond that of one individual. Culture also enhances the stability of the
organization and maintains its boundaries. Members gain a sense of understanding and
shared interpretation of activities and events within the organization (Bass, 1985; Daft,
1986; Kuh & Whitt, 1988; Schein, 1985). Culture is what holds an organization together
(Kuh & Whitt, 1988). Organizations can be successful if an organizational culture is
established because it can help members recognize, accept, and live out the values of the
organization (Evans, 1993).

An organization can have a predominant culture and multiple subcultures. For
example, different departments within an organization can create subcultures in addition
to the predominant culture established by the organization. Whether one or many, culture
is a shared set of beliefs based on a group of people’s shared experiences that can lead to
developing attitudes towards goals and strategies, and problem solving (Schein, 1985).
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Therefore, culture is learned; it evolves with new experiences, and it can be changed. To
summarize, culture is:

a pattern of basic assumptions invented, discovered, or developed by a
given group as it learns to cope with its problems of external adaptation
and internal integration that has worked well enough to be considered
valid and, therefore, to be taught to new members as the correct way to
perceive, think, and feel in relation to those problems (Schein, 1985, p. 9).

Leadership and Organizational Culture in Higher Education

The concept of culture as it relates to higher education or institutional culture can
be viewed as both a process and a product. Looking at it as a process, “culture can shape,
and be shaped by, the ongoing interactions of people on and off campus” (Kuh & Whitt,
1988, p. iv). As a product, the interactions among history, traditions, organizational
structures, and the behavior of the constituents on campus reflect the culture (Kuh &
Whitt, 1988). By means of collecting and analyzing data, college presidents can construct
common perceptions of reality, identify what is important, and establish common
vocabulary in regards to the cultural context. Cultural data helps them to be more
effectively involved in the process and product of the institutional culture (Bimbaum,
1988).

Institutional culture develops from a connection between the external
environment and prominent institutional characteristics. Although institutional culture
can be found in every college and university, the distinctiveness of its characteristics and
environmental influences vary according to the size, history, religious denomination,
demographics, organizational structure, academic disciplines, the institution itself, and
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much more (Clark, 1984; Bimbaum, 1988; Kuh & Whitt, 1988). Most of these
differences derive from basic assumptions and beliefs. Institutional cultures are also
influenced by the culture of their compatible peer systems, such as community colleges,
state universities, or small liberal arts colleges (Bimbaum, 1988). The institutional
cultures and leadership styles at large public universities are very different than those in
small private liberal arts colleges.
Small private liberal arts colleges are said to have stronger penetrating cultures
than larger universities. Rice and Austin (1988) demonstrated that small private colleges
have several intrinsic advantages that strengthen culture. Some of these advantages or
characteristics include their small size, interdependent parts, and an often long history in
which traditions are built. The power of the academic culture is made evident and
reinforced through events and structures that involve the use of symbols, ceremonies, and
rituals. These colleges also demonstrate coherency where their words are backed by their
actions. Their values and commitments are distinctive.

At larger universities, it is more challenging to understand the culture because of
the numerous subcultures created by faculty and students (Clark, 1984; Bimbaum, 1988;
Kuh & Whitt, 1988). These subcultures can be divided by discipline, faculty rank, and
involvement with student activities (Clark, 1984). Each subculture can inteipret
institutional traditions and symbols differently, as well as create their own specific
traditions and symbols (Kuh & Whitt, 1988). However, to be an effective leader at any
college or university, the president needs to become knowledgeable about the history,
traditions, symbols, and espoused values that exist, so as to act in accordance with the
meanings various groups attach to these traditions and symbols. The president must also

44

articulate and act on their visions congruently with history, traditions, and language
consistent with the institution’s cultural context (Kuh & Whitt, 1988).

Culture of Academic Leadership Teams

Bensimon and Neumann (1993) applied the metaphor of culture to an academic
leadership team rather than ascribing leadership to only one person. One way of viewing
an academic leadership team is as a cultural entity. In order to achieve an understanding
of the leadership team as a cultural entity, the team leader must interpret and understand
the physical, social, and intellectual make up of the group. Team leaders need to concern
themselves with whether and how the team thinks and acts together, as well as observe
the groups’ patterns of inclusive and/or exclusive participation (Bensimon & Neumann,
1993; Chaffee & Tierney, 1988).

To view a team as a cultural entity is to look at its human side, rather than its
administrative functions. Understanding leadership teams as cultural entities requires all
members to consider “both consistency and difference, cohesion and fragmentation,
creation and degeneration, unity and fragmentation” (Bensimon & Neumann, 1993, p.
25). Hence, a cultural view of teams considers how teams come together, work together,
grow and stay together, as well as how they come apart. Wheelan (1999) stated that
teams function better in an organizational culture that: 1) has a clearly defined mission; 2)
supports innovation; 3) expects success; 4) values superior quality and sendee; 5) pays
attention to detail; 6) values team recommendations; 7) sets clear expectations for group
output, quality, timing, and pacing; and 8) rewards teamwork rather than individual
performance (pp. 7-8).
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Relating culture to a team leadership approach highlights the importance of
understanding how teams work together and function collectively within the academic
community, rather than focusing only on how an individual performs (Bensimon &
Neumann, 1993; Bimbaum, 1992). In higher education, teams can represent a variety of
different groups. For this review, the focus was specifically on the administrative
leadership team.
Teams and Team Development

The literature on teams, team development, and team leadership is widespread in
the business and industrial environment (Knudson, 1997). Teams play a vital role in
many different cultures worldwide and in the workplace the concept of teams and
teamwork is spreading rapidly (Bolman & Deal, 1997; Hoerr, 1989). Bassin (1988)
reported that utilizing teams is the most effective way to stimulate participation and
involvement in an organization. To gain an understanding of how and why researchers
proclaim that teams are so effective in organizations, one must first synthesize the
definition of the term. Fortunately, many researchers have comprised a similar definition
of teams. Some of the common denominators in the definition of teams includes: a group
of two or more people who function together, with complementary skills; who are
committed to a common purpose, performance objective, or goal attainment; whose
group goals are larger than individual goals; and who produce extraordinary results
(Katzenbach & Smith, 1993; Larson & LaFasto, 1998; Senge, 1990; Wheelan, 1999).

Although researchers may agree on the definition of teams, interpretations vary.
Bensimon and Neumann (1993) postulate that the term “team” can be interpreted
differently by different people. Teams differ in the quality of their work, in their style,
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and in their personality. In addition, the experience of being a team member on one team
can be totally different from another, and certain forms of teamwork may work better for
some teams than others. Therefore, in contrast to the above definitions of teams,
Bensimon and Neumann (1993) asserted that teams are not a group of people who work
in harmony in pursuit of a common goal, but rather a team is a group of people who lead,
act, and think together.

Studies in group dynamics have found that in order for teams to stay alive and
function well, certain needs must be met. Namely: 1) common goals; 2) leadership; 3)
interaction and involvement of all members; 4) maintenance of individual self-esteem; 5)
open communication; 6) power within the group to make decisions; 7) attention to
process and content; 8) mutual trust; 9) respect for differences; and 10) constructive
conflict resolution (Rees, 2001). Rees (2001) also stated that teamwork does not exist
without two inseparable dimensions: task and social. The task dimension refers to the
project assigned to the team, and the responsibilities of each team member. The social
dimension refers to the relationship between team members and their membership on the
team. The success of the team will depend on how well the team completed the task and
how well the team manages its relationships.

Team Structures

A key ingredient in the success of a top-performing team is the effective structure
of roles and relationships in conjunction with the common goals (Bolman & Deal, 1997).
The structural configurations of a team will vary and finding the right team structure is
challenging. Prior to creating a team, it is important to consider the situational variables
involved, some of which are ambiguous or difficult to assess. The small group research
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highlighted by Bolman and Deal (1997) identified five different structural configurations
based on a five-member team. The structural configurations are the: 1) one-boss; 2) dual¬
authority; 3) simple hierarchy; 4) circle; and 5) all-channel network. The all-channel
network is the structure that best describes a team leadership structure to be used in my
research study.

The first structure is a one-boss structure where one person has authority over the
other four members. All information and decisions flow from the top and team members
share information and communicate directly to the leader rather than between and
amongst each other. This structure is best suited for simple and straightforward tasks. The
second structure is the dual-authority option. Here a second manager level is created and
two members are given authority over a particular area of the team’s work. Information
and decisions flow through the second level. This structure works best when a task is
divisible and the top level persons are the ones who are more in control and who
concentrate on the mission at hand. However, the existence of another management layer
limits the lower level members’ access to those at the top which may eventually affect
morale and performance negatively. The third possible structural option is a simple
hierarchy. In this structure, there is a middle manager who reports to the leader and also
communicates and supervises the members below. The advantage of a simple hierarchy is
that it enables the person at the top to focus all their energy on the mission and external
relations while the second level person is responsible to manage the operational details.
Although this design is more efficient than a dual-manager design, it also limits the team
member's access to the leader. Furthermore, conflict is commonplace between the
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operational manager and top-level managers vying for top billing (Bolman & Deal,
1997).
A circle network is a fourth possible structure where each team member is
involved sequentially in receiving and disbursing of information and in the decision¬
making process. Members are free to add or modify the information that comes around
the circle. This design is more egalitarian and simplifies communication; team members
need only communicate with two other members making transactions more manageable.
The drawbacks to this configuration are that one weak link in the chain can dismantle the
entire project and the circle can become overwhelmed with complex tasks that require
greater exchange (Bolman & Deal, 1997).
The fifth structure highlighted by Bolman and Deal (1997) is called the all¬
channel or star network. The design is to encourage multiple connections which allow
each team member to communicate with anyone else. The free flowing exchange of
information helps morale level and all members are consulted in the decision-making
process. This arrangement works well when tasks are vague or complicated, but success
will depend on the communication skills of each team member. In addition, team
members must “enjoy participation, tolerate ambiguity, embrace diversity, and manage
conflict” (p. 87). One anticipated downside is that the structure can be slow and
inefficient. For any of these five structures to be effective, creating effective teamwork
requires the design of roles and relationships that best match the situation.
High-Performance Teams
Research conducted by Katzenbach and Smith (1993) highlighted the importance
of structure to exemplary team performance. These exemplary teams are characterized as
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high-performance teams. High-performance teams are real teams that have team
members who are deeply committed to the purpose, goals, and approach of the
organization, as well as committed to each other. Real, high-perfonuance teams are not
just a group of people that management calls “teams.” Specifically, Katzenbach and
Smith (1993) noted six distinctive characteristics of high-performance teams. Highperformance teams: 1) shape their purpose in response to the demands placed upon them;
2) reshape their purpose into specific and measurement performance goals; 3) function in
smaller groups; 4) expert members are included in the structural frame; 5) members
develop a common commitment to working relationships; and 6) all members hold
themselves mutually accountable.

In concert, Larson and LaFasto (1998) described eight characteristics of how and
why high-perfoimance teams are effective. High-performance teams have: 1) a clear,
elevating goal; 2) a results-driven structure; 3) competent members; 4) unified
commitment; 5) a collaborative climate; 6) standards of excellence; 7) external support
and recognition; and 8) principled leadership. Wheelan (1999) also identified a number of
characteristics associated with the productivity of high-performance teams. The list
included:

Members are clear about and agree with team goals; tasks are appropriate
to team versus individual solutions; members are clear about and accept
their roles; role assignments match member abilities; the leadership style
matches the team's development level; an open communication structure
allows all members to participate; the team gets, gives, and utilizes
feedback about its effectiveness and productivity; the team spends time
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defining and discussing problems it must solve or decisions it must make;
members also spend time planning how they will solve problems and
make decisions; the team uses effective decision-making strategies; the
team implements and evaluates its solutions and decisions; task-related
deviance is tolerated; team norms encourage high performance, quality,
success, and innovation; subgroups are integrated into the team-as-awhole; the team contains the smallest number of members necessary to
accomplish its goals; the team has sufficient time together to develop a
mature working unit and to accomplish its goals; the team is highly
cohesive and cooperative; and periods of conflict are frequent but brief,
and the group has effective conflict management strategies (pp. 37-38).

Supporting the above characteristics of a high-performance team in higher
education, Riechmann (1991) found that although teams and leaders displayed varying
degrees of characteristics and behaviors, the teams that were more high-involvement and
high-performance were the teams that had all team members completely committed to the
team. The influencing factor was the individual level of dedication to the team, and this
directly contributed to the effectiveness of the team. Other characteristics that enabled the
teams to be effective were: cohesive structure and results orientation; inclusion and
collaboration; individuation and synthesis; competence and performance standards;
effective communication processes; and beneficial emotional climate (Riechmann, 1991).
The use of teams is gaining in popularity and the success of many organizations often
depends on the efforts and productivity of teams rather than the efforts of a single person.
The managers of the future will be leaders of teams (McCann & Margerison, 1989).
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Subordinate Participation and Situational Factors Involved in the Decision-Makimi
Process
Yukl (1989) asserted that a group decision can potentially be more effective than
a decision made by a single person if the internal group processes are successful during
the problem solving and decision-making stages, and if the necessary and relevant
information is distributed among the group. Situational factors can also affect the
decision-making process. Vroom and Yetton's (1973) normative model of leadership is
formulated around the amount of subordinate participation in the decision-making
process and situational factors. The model is based on an analysis of how the leader’s
decision behavior affects two critical situational factors: 1) decision acceptance; and 2)
decision quality. Decision acceptance is the degree of subordinate compliance with the
decision affecting the success of implementation. Decision quality refers to the objective
aspects of the decision that affect group performance. These two factors determine the
type of problem solving a leader should utilize, and affect group performance.

Vroom and Yetton (1973) identified five decision procedures when making
decisions involving multiple subordinates. Two of these procedures involve varieties of
autocratic decision (AI and All), two varieties of consultation (Cl and CII), and one
variety of group decision-making (GII). Each of these decisions procedures were defined
by Vroom and Yetton (1973):

AI. You solve the problem or make the decision yourself, using
information available to you at the time.

All. You obtain the necessary information from your subordinates, then
decide the solution to the problem yourself. You may or may not tell your
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subordinates what the problem is in getting the information from them.
The role played by your subordinates in making the decision is clearly one
of providing information to you, rather than generating or evaluating
alternative solutions.

Cl. You share the problem with the relevant subordinates individually,
getting their ideas and suggestions, without bringing them together as a
group. Then you make the decision, which may or may not reflect your
subordinates’ influence.

CII. You share the problem with your subordinates as a group, obtaining
their collective ideas and suggestions. Then you make the decision, which
may or may not reflect your subordinates’ influence.

GII. You share the problem with your subordinates as a group. Together
you generate and evaluate alternatives and attempt to reach agreement
(consensus) on a solution. Your role is much like that of chairman. You do
not try to influence the group to adopt ‘your’ solution, and you are willing
to accept and implement any solution which has the support of the entire
group (p. 13).

According to Vroom and Yetton (1973), the most effective leadership method of
decision-making depends on the situation. For example, an optimal decision-making
process for a football quarterback in a huddle with severe time constraints is likely to
differ from the decision-making process of a dean employing curriculum changes to be
implemented by the faculty.
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In contrast, and more specifically in higher education, Taylor (1982) found that a
community college, a 4-year college, and a university college president tended to ignore
situation-specific factors in deciding how to reach a decision. Presidents selected a
participatory process most of the time, however; their rationale focused less on increasing
effectiveness and more on individual preference. Similarly, a hierarchical style was
chosen with no regard to situational constraints.
Team Leadership

One of the most current and popular theoretical approaches to leadership in
organizations today is team leadership. A team approach to leadership is a particular style
of leadership that promotes interaction and collaboration (Kogler Hill, 2001). Team
leadership accents shared leadership rather than the traditional, individual-centered
approach to leadership (Bensimon & Neumann, 1993). When used effectively, team
leadership brings together the skills and experiences of many individuals who often
exceed the skills and experiences of one individual (Katzenbach & Smith, 1993).
Furthermore, team leadership “enhances the capacity of organizations to master new
knowledge and to use it effectively to improve innovation, problem solving, and
productivity” (Bensimon & Neumann, 1993, p. ix).
Team Leadership Model

A team leadership model that integrates the concepts of team, leadership, and
team effectiveness was developed by Huges, Ginnett, and Curphey (1993). The intent of
the model is to provide leaders with specific actions to help improve team effectiveness.
The mediation and monitoring concepts of this team leadership model can help provide
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constant team analysis and improvement. In order for the team to function effectively,
however, it will need to go through a continuous evaluation process.

The team leadership model is based on the assumption that the function or
responsibility of the leader is to monitor the team and take appropriate action to ensure
team effectiveness (Hughes, et al., 1993; Kogler Hill, 2001). The primary role of the
leader is to guide the process, and take action internally or externally whenever needed.
The leader and the team also need to be conscious of their effect on the culture of the
organization. The team leadership model defines the processes and the decision-making
actions taken by the team leader.

The team leadership model defines the role of the leader as a decision maker, and
the leader has four decision strategies to make. The first decision confronting the leader is
how to mediate. If the team is not functioning effectively, the leader can intervene two
ways: continue to monitor the situation; or take action. If the decision is to monitor the
situation, the leader needs to be concerned with performance conditions (goals, structure,
resources); performance processes (effort, knowledge, strategies); and outcome states
(satisfaction, performance) (Hackman & Walton, 1986).

If the leader chooses to take action, then the second strategic decision to be made
by the leader is to determine what level of the process needs attention; the internal or
external team leadership functions. Internal team leadership functions are comprised of
task and relational functions and help to improve task performance. Task functions
include: clarifying goals, establishing structure, facilitating decision-making, training
team members in task skills, and maintaining standards of excellence. Relational
functions improve team relationships. These include: coaching team members in
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interpersonal skills, collaborating, managing conflict and power issues, building
commitment, satisfying individual member needs, and modeling ethical and principled
practices. The external team leadership functions reflect environmental skills.
Environmental skills improve the interface with the team. The leader can choose from the
following external environmental functions: networking and forming alliances,
advocating, negotiating to secure resources, support and recognition, assessing team’s
effectiveness, and sharing relevant information with the team (Hackman & Walton, 1986;
Hughes, et ah, 1993; Kolger Hill, 2001).
Determining the most appropriate function or skill to perform in the intervention
is the third decision for leadership. For example, if a conflict arises within the team, the
leader can choose to take action. If the conflict is among group members, the most
appropriate action to take may be to improve interpersonal relationships. If team goals are
unclear, the leader may choose a task intervention. Directing action towards an
environmental function may be appropriate if the team is not provided with adequate
support (Kolger Hill, 2001).

The final decision strategy of the team leadership model involves team
effectiveness. The two critical functions of team effectiveness rely on team performance
and team development. Team performance can represent such outcomes as the financial
stability or gains of an organization, or the work completed by the group. Team
development focuses on the maintenance of the team, and how functional and cohesive
the group operates (Kolger Hill, 2001). Subsequently, for organizations that use a team
leadership approach, building a strong leader and team relationship is important to
leadership effectiveness.
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Although the use of a team leadership approach is growing considerably in
business organizations, the trend is lagging behind in academic settings. A lack of
understanding of the concept of teams or the incongruity between the cultures of college
and university and the culture of effective teams may be the reasons that colleges and
universities limit the use of a team approach (Frost and Gillespie, 1998). For instance,
many college presidents refer to their senior administrators as a team. Yet, these
administrative teams may not be functioning like true teams that develop their own
unique group identity, that have a dynamic set of understandings, beliefs, and differences
that varies with each member’s interpretation, and that these teams are involved in an
ongoing development process (Frost & Gillespie, 1998). These teams are created by a
leader who utilizes a team approach in their leadership style and works to build cohesion
among the members (Frost & Gillespie, 1998). In order for a team leadership approach to
be implemented, the major goal of team development is to move toward team thinking
(Bensimon & Neumann, 1993).

Teams are often viewed by the visible sense of doing and acting in regards to
team performance. According to Bensimon and Neumann (1993) ‘'below the surface of a
team's performance lies the more abstract activities of cognitive teamwork, including
how team members perceive, discover, think, and create individually and interactively”
(p. 54). Thus, teamwork has two realities: the reality of performance, which is easily
accessible to the spectator; and the reality of the team’s internal intend, which is more
often inaccessible to the spectator. To understand how teams work, it is important to view
a team from their outside and inside world.
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More specifically, when observing college and university presidential leadership
teams at work, we are essentially viewing their performance. For example, regularity of
team meetings, the quantity of paper flows, and formal and informal conversations
among team members, and the achievements of the leadership team in means of their
plans, decisions, or budgets (Bensimon & Newmann, 1993). However, what are often
missed in the observations are the analyses of the teamwork of persons in their leadership
roles. The inside stories of the team can help researchers understand the cognitive and
interactive dimensions of executive decision-making. For example: What determines the
leadership team’s particular agenda? How do team members work together to create the
agenda? To what extent do team members think together (Bensimon & Neumann, 1993)?
Observing a team’s internal and external functions can help evaluate the effectiveness of
a team leadership approach.

Team Leadership and Administrative Teams in Higher Education

An ideal expectation of leadership in higher education is that power would be
shared and interactive (Bensimon & Neumann, 1993). Utilizing teams in higher
education is not uncommon (Kezar, 1998). Based on assemblies of governance structures,
committees, task forces, and collegial decision-making, interaction and communication
between and among many groups is essential (Bimbaum, 1992). From these structural
groups, one or more leaders emerge; hence, academic leadership becomes the
responsibility of many people (Bimbaum, 1992). Those people may include members of
the administrative team. One commonly used form of “team” is the leadership team
created by the president and his or her senior staff members. Rather than working
independently, presidents develop a working group comprised of senior representatives
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who collaborate on many of the decisions made within the institution (Kezar, 1998).
According to Higdon (2003), presidential vision and leadership is crucial to institutional
success, but it is also the hiring and retaining the right senior administrative team that is
crucial in helping an institution move forward.

Data from a five-year longitudinal study of 32 colleges and universities conducted
by the Institutional Leadership Project (ILP) helped produce the most comprehensive
studies conducted on leadership in higher education. This longitudinal study of college
presidents and other academic leaders underscored how the leaders interacted and
communicated, assessed their effectiveness as well as the effectiveness of others,
established goals, learn, conveyed values, and interpreted the complex and dynamic
environment of their institution (Bimbaum, 1992). Numerous books, research reports,
chapters, and papers were produced from this work sponsored by the Center for Higher
Education and Leadership (formerly the National Center for Postsecondary Governance
and Finance) (Bimbaum, 1992).

A study using a subsample of 13 ILP presidents was conducted by Bensimon
(1991) to examine how presidents and their administrative teams worked. The results of
the study found that although all of the presidents met regularly with a group of senior
administrators, only six had administrative teams while the other seven had
administrative groups. The difference between the groups and teams was in their
functions as described by the presidents. The administrators of the ‘real leadership' teams
(to be discussed later) were completely involved in the decision-making process and
determining the future direction of their institution. In addition, their collective and
individual positions influenced and affected the campus outcomes. The other seven
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presidents had administrative groups or what was termed by researchers as ‘illusory
teams’ (to be discussed later). Members of illusory teams acted more like agents of the
president rather than participants in a collective and collaborative style of leadership.
They performed limited functions, and most of their responsibility involved delivering
information or progress reports. Nonetheless, both the illusory and real teams emphasized
the importance of loyalty to the president (Bensimon, 1991).

Cognitive Approach to Presidential Administrative Teams

Neumann (1991) also studied college presidents and their administrative teams,
but focused more on the cognitive approach. From Neumann’s (1991) perspective,
administrative teams are viewed as a mini-organization, and like an organization, a team
may be viewed as a system. More specifically, Neumann (1991) considered a team as a
cognitive and sensemaking system capable of collective knowing, thinking and learning;
termed the thinking team. Thus, the focus of her study was to understand how the
individual team members interpreted and made sense of their role and the roles of others.
From the 70 interviews conducted at 15 institutions involved in the ILP study, varying in
size, type, control, geographic location, presidential tenure, and gender; those interviewed
described their participation and the participation of their colleagues as eight prototypical
roles. The researcher labeled these roles as: “the Defmer, the Analyst, the Interpreter, the
Critic, the Synthesizer, the Disparity Monitor, the Task Monitor, and the Emotional
Monitor” (p. 491). Neumann (1991) noted that any one person on the team (including the
president) might play several roles. For example, one team member might be both the
Interpreter and Disparity Monitor. In addition, more than one team member might play a
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single role. Thus, two or three team members could possibly play the Definer role
(Bensimon & Neumann. 1993; Neumann, 1991).

The role of the “Definer” is to formulate the team's agenda. Most often the
college president fulfills this role, however, other team members may occupy this role
and there may be more than one definer. The “Analyst” takes apart the agenda and
highlights the major issue of concern, views the components involved and considers their
interrelationships and overall dynamics. The team member who translates how outside
constituents are likely to see and understand the issue of concern is the “Interpreter.” The
“Critic” is responsible for offering the team a redefinition, reanalysis, or reinterpretation
of the issues at hand. The “Critic” member raises issues that others may oversee or chose
not to acknowledge, while also encouraging the team to recognize the differences and
oppositions that likely will be expressed. The role of the “Synthesizer” is to “elicit
members’ role contributions and uses them to revise the team’s initial views of problems
or issues” (Neumann, 1991, p. 495). These five roles represented the core of team
thinking. The three remaining roles play a more supportive role. The “Disparity Monitor”
is the person who is charged with assessing how people outside the team perceive the
actions taken by the administrative team. The role of the “Task Monitor” is to insure that
the team is keeping focused on the task at hand, and is progressing in accomplishing the
task. The “Emotional Monitor” is the team member who is most concerned with the
human side of teamwork. The “Emotional Monitor” helps in establishing and holding
together the human context of the team’s thinking and of the work in general (Neumann,
1991; Bensimon & Neumann, 1993).
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Although each role contributes to the team function, it is important to note several
important findings from the study. First of all, no two teams looked alike in their role
configuration. Secondly, the roles that each member played varied throughout the task. A
team member may not play a role or play more than one role at a time, while a single role
may be played by more than one team member. For several teams, some roles were
missing whereas others showed a stronger presence of particular roles. Lastly, some team
members played their roles well while others did not, and some were vociferous or
passive (Neumann, 1991).

From the case comparison and qualitative analysis, Neumann (1991) separated the
teams into two categories, “more” teams and “less” teams. The “more” teams referred to
the teams where the cognitive roles were more clearly articulated and the “less” teams
where the cognitive roles were less clearly articulated. Of the fifteen administrative
teams, eight were designated as “more” teams and seven as “less” teams. Another
significant difference between the more and less teams was noted in how the members
discussed their own and the other team member’s participation. The “more” team
members emphasized cognitive contributions to the team rather than their functional
responsibilities. For example, cognitive contributions included representing the college
and formulating the budget. In contrast, functional responsibilities referred to describing
themselves and their teammates as having budgeting skills or raising money (Neumann,
1991).

Result from the study showed that teams that were “less” cognitively oriented
were found to be less effective than the “more” cognitive teams. Members of the “less”
cognitive teams believed their team would be more effective if one or more cognitive
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roles were present and if the team acted as a thinking team. In addition, Neumann (1991)
yielded several considerations regarding teams and how they work:

1) that teams may be analyzed as systems; 2) that teams, viewed as
cognitive systems, reflect internal tension and balance; 3) that teams may
stimulate personal and organizational learning; 4) that teams can be both
organizational assets and liabilities; and 5) that teams may represent an
important “missing link” in the study of organizational and leadership
effectiveness (p. 503).

Functional Domains of Presidential Teams

Portions of the study conducted by Bensimon and Neumann (1993) were also
gathered from the ILP. Bensimon and Neumann (1993) studied models of teamwork at 15
institutions of higher education. The institutions involved in the study varied in
classification including research universities, public and private four-year colleges, and
community colleges. They examined how presidents and their teams worked together; the
perception of team alliance; the role of the president in maintaining an effective team;
and ways the teams dealt with friction amongst other members. The conclusions drawn
from the study conducted by Bensimon and Neumann (1993) are based on interview data,
published research of others and personal experiences as group participants. In sum,
“complex, team-centered leadership is likely to be more effective than one-person
leadership because it demands shared responsibility for thinking as much as it requires
shared responsibility for doing” (Bensimon & Neuman, 1993, p. 145). Hence, a team
leadership approach enhances the entire team's learning and it enhances the team’s
connection with the life of the campus.
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At most colleges, the president is the builder of the administrative team. More
often, the team members are selected based on the goals, needs, and expectations outlined
by the president for the institution. In studying presidential teams in higher education,
Bensimon and Neumann (1993) described the work of the team in terms of three
functions: utilitarian, expressive, and cognitive. The utilitarian function of the team was
formal in structure. The focus was on helping the president achieve a sense of rationality
and maintain control over the operations of the institution. The team members were
responsible for providing the president with information, coordinating institutional goals
and strategic planning, and exercising their voices in the decision-making process. For
example, adopting a consensus approach to the decision-making process encouraged
members to voice their opinions, or even vote, in critical matters such as the allocation of
financial resources or assessing policy issues (Bensimon & Neumann, 1993).

From the expressive perspective, the president viewed his or her team as a social
structure. The goal of the social structure was to meet the needs of the team for collegial
relations and affiliation, as well as the needs of the president for counsel and
commitment. Cohesion provided a sense of connectedness among team members, and
mutual support and collaboration aided in achieving institutional goals. Presidents also
viewed the expressive function of the team as playing an important advisory role. Team
members provided guidance and instrumental advice to the president (Bensimon &
Neumann, 1993).

The cognitive function was described as the most challenging and problematic to
develop, yet the most critical. The team cognitively functioned as “a brainlike social
structure that enlarged the intelligence span of individual team members. Intellectual
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expansion allows the group to behave as a creative system when unusual events occur"
(Bensimon & Neumann. 1993, p. 41). Team members were collectively involved in
perceiving, analyzing, and learning how best to operate the complex system called an
institution of higher education. Cognitive functions included such activities as: a) using
multiple perspectives when viewing problems; b) thoroughly examining and exploring all
options, challenging the status quo, and arguing inconsistencies or contradictions; and c)
acting as a feedback system and critical assessor to the president (Bensimon & Neumann,
1993). Together, these three functions; utilitarian, expressive, and cognitive, were
important because they enabled the administrative team, including the president, to
respond to the needs and expectations of the institution. A college president who attends
to all three functions can effectively lead an administrative team that is capable of
managing important administrative, human relations, and intellectual issues.

The work on team leadership in higher education conducted by Bensimon and
Neumann (1993) incorporated both the functional and cognitive complexity of teams.
Teams that are functionally complex possess all three functions (utilitarian, expressive,
and cognitive). Bensimon and Neumann (1993) found that when the three functions are
utilized together the team is more effective in responding to the diverse needs and
expectations of the academic community. On the other hand, teams that are functionally
simple usually exhibit the utilitarian function and lack the cognitive function. Cognitively
complex teams possess a minimum of four of the five core cognitive roles (Definer,
Analyst, Interpret, Critic, Synthesizer); whereas the cognitively simple teams lack as
many as two or more of the five core cognitive roles. According to Bensimon and
Neumann (1993) teams that are both functionally and cognitively complex are considered
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“real” teams and teams that are both functionally and cognitively simple are considered
“illusory” teams. The study conducted by Bensimon and Neumann (1993) revealed a
consistent profile of presidents with real teams. First, when describing the nature of their
teamwork, the presidents proclaimed that the team performed at least one useful activity
in the utilitarian, the expressive, and the cognitive domains. Secondly, almost all of the
presidents with real teams emphasized the decision-making and planning activities
involved in the utilitarian function. Conversely, presidents with illusory teams utilized
only one or two of the three domains. These illusory teams functioned mostly at the
utilitarian level and gave little attention to the thinking processes of the team. Presidents
of illusory teams also narrowly defined and minimally used their administrative team
(Bensimon & Neumann, 1993). In addition, Bensimon and Neumann (1993) recognized
that “what stands out distinctively about the presidents with illusory teams is that they do
not identify cognition as a useful team function” (p. 46).

Effective Academic Leadership

Another research project derived from the ILP data produced a book titled “How
Academic Leadership Works” by Bimbaum (1992). The work highlighted by Bimbaum
(1992) focused on: a) the nature of academic leadership; b) the sources of effective
leadership; and c) how to improve academic leadership. The prominent feature of the
research was the notion that “academic leadership, of necessity, is the responsibility of
many people” (Bimbaum, 1992, p. xii), and that authority will be shared. In contrast,
presidents who use a more bureaucratic structure and linear strategies are less likely to
gain support of their constituents which can affect their ability to influence the
interpretive life of their institution. Additionally, the sharing of leadership can increase
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presidential influence, increase the number of lenses monitoring the campus environment
for potential problems and evaluating campus performance, and provide a college with a
more complex way of thinking. The ILP showed that leadership is distributed throughout
the institution and not just the act of one person (Bimbaum, 1992). For example, effective
presidents are not only concerned with advancing their agendas, but they are also
responsive to the agendas of others as well. Multiple leadership is also developed when
the president encourages other constituents to be involved in the institutional processes,
and when the communication system promotes openness (Bimbaum, 1992). Thus,
similarly to Bimbaum (1992), Bensimon and Newmann (1993) viewed leadership as a
“shared, interactive, and culturally framed activity” (pp. xi-xii).

The findings of the ILP offered college presidents ten researched-based principles
for successful academic leadership. They included: 1) making a good first impression; 2)
respectful listening and openness to influence; 3) balancing a governance system; 4)
avoiding simplistic thinking; 5) de-emphasizing institutional bureaucracy; 6) emphasizing
strong values; 7) focusing on institutional strengths; 8) encouraging leadership by others;
9) evaluating own performance; and 10) knowing when it is time to leave the institution
(Bimbaum, 1992).

The emphasis on shared or team academic leadership was also highlighted in a
study conducted by Gilley, et al., (1986) of 20 colleges and universities categorized as
“on-the-move.” Gilley, et ah, (1986) found that one of the first priorities of these “on-themove” presidents was to put together an effective administrative team. These presidents
placed a significant emphasis on teamwork. Some presidents not only supported the team
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concept at the highest administrative level, but throughout the institution. For example,
administrative teams were created at the dean or department head levels.

The presidents understood the importance of building an administrative team and
devoted a considerable amount of time early in their tenure to team building. On average
it took between 12 and 18 months for these presidents to get their administrative teams
into place. Team functioning, whether it involved internal reshuffling or external
replacement, is a necessary component in the development of an institutional identity and
its future (Gilley, et ah, 1986).

Among the colleges involved in this study, there were two diverse team dynamics
in operation. In one, the team dynamics consisted of individual team members with
complementary backgrounds, and personalities that work harmoniously, but with
minimal intense team relationship. In the other instance, the intensity level was high on a
daily basis and team members were completely involved with each other professionally.
This intense interaction made it possible for team members to fill in for each other
(Gilley, et al., 1986). In either case, these colleges engaged in a collegial and
participatory decision-making process (Gilley, et ah, 1986).

One particular dissertation that focused on leadership teams in higher education
_

#

was by Knudson (1997). The research conducted by Knudson (1997) was based on
similar work carried out by Bensimon and Neumann (1993). However, the sample used
for her study consisted of three presidential teams in community colleges, none of which
were facing imminent crises. The purposes of the study were to: 1) investigate what
similarities and differences existed in the team’s perception of team leadership
effectiveness; 2) determine if commonalities existed in the composition of the
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presidential teams; 3) evaluate the presidents' cognitive frame(s) of reference, the teams'
functional domain(s), and the teams’ cognitive complexity; 4) assess whether or not the
presidents' cognitive frame(s) influenced the team's functional domain(s); and 5)
determine if the teams were complex “real" teams or simple “illusory" teams (p. 12).
Personality characteristics of all three presidents of these community colleges were
similar. Each president was a Caucasian male in their mid-50s with substantial leadership
experience at the community college level. The presidential leadership teams had an
average of four team members.

After conducting several interviews and observations, Knudson (1997) found that
all three presidential teams were functionally and cognitively complex. Each president
also used multiple cognitive frames of reference (bureaucratic, collegial, political, and
symbolic). Regarding the functional domains (utilitarian, expressive, and cognitive),
there were differences in how the presidents and team members viewed the importance of
activities. The presidents in this study “placed greater value on activities performed in the
cognitive functional domain, such as surfacing creativity and providing different
perspectives, while team members placed the greatest value on activities performed in the
expressive domain, including communication and providing mutual support" (Knudson,
1997, p. 190).
The perception of team effectiveness revealed similar conclusions. Both the
presidents and team members rated their teamwork and overall effectiveness high.
Elowever, the team members rated the team effectiveness slightly higher than did the
presidents. It is also important to note that team members from the three community
colleges emphasized the fact that the desire to be a team is a critical component of team
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success. Learning to be a team is also a long and time-consuming process. In addition,
mutual trust and respect, effective communication, and emotional support are vital to
team effectiveness (Knudson, 1997).
Knudson (1997) also found that the functional complexity of each of the three
teams was evident by their use of the three functional domains. Likewise, the three
community college presidential leadership teams were cognitively complex, and
exhibited all eight of the cognitive roles. The president and all of the team members
tended to play multiple cognitive roles. In addition, all three teams in the study were
complex “real” teams. However, there were some negative results when assessing the
element of effectiveness. For example, a team did not deal with conflict well, and the
president did not fully empower the team to perform their leadership duties and
responsibilities. The study conducted by Knudson (1997) explored many facets of
presidential team leadership in community colleges. A similar study is needed now to
focus on liberal arts colleges.

Looking at a team leadership approach at the dean and department chair level,
Lucas (2000) established twelve principles of effective team leadership. These principles
were derived from a study she conducted on more than 175 college campuses. The 12
principles included:

1) Whether permanent or rotating, chairs can productively lead change; 2)
effective chairs function as team leaders, not as autocrats or peers; 3)
shared goals are developed; 4) all team members are motivated; 5)
excellence is the standard against which performance is evaluated; 6) a
climate of trust is created; 7) problem solving, rather than winning, is the

70

basis for discussions; 8) participative decision-making is used whenever
appropriate; 9) as team leader, the chair has good facilitation skills; 10)
conflict is managed effectively; 11) the team monitors its own functioning;
and 12) chairs develop increased self-awareness (p.13).

Yet, regardless of the higher education classification or the level of administration, this
style of leadership, like others, has its share of advantages and disadvantages. The next
section contains a discussion of some of the potential advantages and disadvantages of
implementing a team leadership approach in an institution of higher education.

Advantages and Disadvantages of a Team Leadership Approach

Researchers have identified several advantages and disadvantages of teamwork
and a team approach to leadership. According to Kogler Hill (2001), some of the
advantages of organizational teams include “greater productivity, more effective use of
resources, better decisions and problem solving, better-quality products and services, and
increased innovation and creativity” (p. 162). Furthermore, a decision made by a team is
more apt to represent a wide range of interests presented throughout the organization than
the interest of a solo leader (Eisenstat & Cohen, 1990). Teamwork, in general, motivates
people to contribute their knowledge and creativity; human resources are used to their
fullest potential; people are more likely to be valued; and responsibility is shared rather
than relying on only a few individuals (Rees, 2001).

A contributing factor in the success of implementing a team leadership approach
at a college or university is the ability of the president to build a diverse administrative
team. Diverse groups bring a variety of experiences, viewpoints, and knowledge to the
team. This diversity can foster creative thinking and the sharing of different perspectives.
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Hence, team leadership can encourage individuals to share their beliefs, perspectives and
expertise, and this information sharing can become a vehicle by which the understanding
and commitment to the institution can be enhanced (Bensimon & Neumann, 1993;
Pomrenke, 1982).
Specifically for an administrative team, peer support can also be considered an
advantage of team leadership. Once the administrative team develops cohesiveness, trust,
openness, and respect, the collaborative climate can help increase a supportive
environment (Bensimon & Neumann, 1993; Kolger Hill, 2001). Team members who feel
they are listened to and receive constructive assistance and advice will be more apt to
take risks, while staying focused on the task or problem (Larson & LaFasto, 1989). In
sum, a team leadership approach is likely to be more cognizant, attentive, understanding,
competent, skilled, acceptable, efficient, equitable, and supportive than leadership by a
single person (Eisenstat & Cohen, 1990). Although a team leadership approach may
appear to be a reasonable direction to take for presidents, there are some noteworthy
disadvantages that these leaders should also consider.

Some of the advantages of team leadership stated previously can also become
weaknesses or disadvantages. For example, a team that becomes cohesive can, in effect,
become so exclusive that they isolate themselves and lose touch with the rest of the
college. Even though the group members may perceive their team as functioning very
effectively, the faculty and other constituents on campus may view things differently
(Bensimon & Neumann, 1993). This inclusive group that has worked hard together to
develop trust and cohesion, may also inadvertently fall into the trap of groupthinking.
Janis (1972) coined the term “groupthink” to refer to the phenomenon of “assumed
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consensus,” which discourages group members from expressing doubts or opposing
opinions. Conformity and consensus building can limit the group’s potential to grow
critically. Bensimon and Neumann (1993) stated that “when team members consciously
or unconsciously avoid expressing rival viewpoints for fear of disturbing their team’s
harmony, the team falls into the trap of groupthink” (p. 10). As a result, the
administrative team may limit its growth and effectiveness.

Dumaine (1994) stated that teams will fail when they are given little or no training
or support, and when the system of communication is weak. The team’s chances of
succeeding are also decreased when empowerment is limited and trust is lacking among
all team members. Power struggles and interpersonal conflicts are other potential pitfalls
in a team leadership approach (Kezar, 1998). Teamwork has also acquired a negative
reputation because some people have a fear of losing their personal power and identity.
Some also lack the patience to work with others and would rather work independently
making a more personal mark on their work. Frustration, stemming from the time it takes
for the team to reach a consensus, is another reason why some fear being a member of a
team (Rees, 2001).

Lastly, although team leadership can be effective at decision-making, it can also
be less efficient. Developing a team approach to leadership can be time consuming. Team
building requires a considerable amount of time and effort from the team leader and its
members. It is a process that is ongoing (Dyer, 1987). The president needs to constantly
observe and analyze group dynamics to ensure that the team’s agenda is assembled
properly and the group is working collaboratively and effectively. Baker (1995) found
that it took almost five times longer for teams in higher education to make a decision than
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it did for one individual, noting a lack of efficiency. However, it is important to point out
that although it took longer to make the decision, the extra time was compensated in the
implementation phase because the team members had a greater sense of ownership in the
decision.
Many of the disadvantages highlighted in the literature were also revealed in the
study conducted by Knudson (1997) on presidential team leadership in community
colleges. Knudson (1997) stressed several factors that can result in team failure, a few are
highlighted here. First of all, the members involved need to make a conscious decision to
formulate a leadership team, which will be time consuming. Secondly, the necessary
resources and commitment from all members is vital. Next, presidents and team members
need proper training in how to deal with conflict. Lastly, to be effective, team members
need training in the philosophy and practices of team leadership. To fully understand the
dynamics of cognitive team leadership, it is important that all team members have a
common vocabulary and definition of team leadership terms. The three presidential
leadership teams in this study varied in size and were in the process of coalescing.
However, there was no acknowledgement of any team development training. In addition,
every team had newly appointed team members and some members felt an “extra burden
of responsibility or great scrutiny as team members” (Knudson, 1997, p. 156).
Despite the fact that there is no one best way for a team to function (Kolger Hill,
2001), a team leadership approach can be effective. Team leaders and members can
create their own norms and structures to meet the needs of the institution. A team
leadership approach can work in higher education if a college president is capable of
building a diverse administrative team and if the culture of the college shares in its
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function. Implementing a team leadership approach may be a reasonable direction to take
for a president of a liberal arts college.

Culture of Liberal Arts Colleges

Many liberal arts colleges can trace their origin back to the first American college.
Harvard College (Breneman, 1994). However, their history of survival has been
challenged as a result of all the economic struggles they have faced since their inception
in the seventeenth century. Small private liberal arts colleges in the American system of
higher education are most vulnerable because of their ongoing concerns with declining
enrollment figures, increased tuition costs, their ability to compete for and retain quality
faculty, low endowments, minimal governmental financial support, and budget and
resource constraints (Bonvillian & Murphy, 1996; Breneman, 1994; Lang, 1999;
Riechmann, 1991; Tuckman & Arcady, 1985).

The liberal arts college has been broken down into two classifications, Liberal
Arts Colleges I and Liberal Arts Colleges II defined by the Carnegie Foundation. Liberal
Arts Colleges I comprised of 140 colleges are highly selective, primarily undergraduate
colleges that award more than half of their baccalaureate degrees in arts and science
fields (Breneman, 1994). Liberal Arts Colleges II comprised of 400 colleges are
“primarily undergraduate colleges that are less selective and award more than half of
their degrees in liberal arts field'’ (Breneman, 1994, p. 11). Colleges in this category also
include institutions that award less than half of their degrees in the arts and sciences and
have fewer than 1,500 students (Breneman, 1994).

Although their major purpose is to educate undergraduate students, liberal arts
colleges serve to infuse the qualities of citizenship and play an important role in affecting
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social change (Lang, 1999). According to Keeton (1971), private liberal arts colleges
have inherent advantages in the nature of their existence over public institutions. These
advantages include:
1) the freedom to orient its life and curriculum to a philosophical or
religious perspective which would be inappropriate or illegal for a statesupported college; 2) the opportunity for curricular and instructional
achievements that derives from distinctive student characteristics, capital
resources, or other assets of particular private colleges; and 3) the freedom
to undertake socially needed but risky or unpopular innovations, a
freedom deriving from the distinctive control of these colleges (p. 2).

Liberal arts colleges have their advantages, but it takes the efforts of all
constituents to be successful. Howell and Eidson (1985) created a model using an ideal
approach in constructing a successful liberal arts college. The particulars of this ideal and
therefore successful liberal arts college is a college where:

1) the greater number of administrators and faculty share a common vision
of what the mission and goals of the college should be; 2) the president
has the “people skills” to focus all contending interests on the campus into
a singleness of purpose, into a shared vision supporting the mission and
goals of the college; 3) academic integrity and a clearly-defined system of
values form the foundation for any program or action; 4) personalization is
the touchstone in administering, teaching, and learning; 5) the either ... or
fallacy is avoided at every turn; and 6) the curriculum reflects
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quantitatively and qualitatively a commitment to the traditional offerings
in the liberal arts (pp 1-2).

Another type of institution in the higher education system that instills similar particulars
of the ideal and therefore successful ideals as liberal arts colleges are women’s colleges.
Women’s colleges have been in existence for well over 100 years and offer quality liberal
arts programs to female students.

History of Women Colleges

In the past decade, the number of women’s colleges and the overall enrollment at
women’s colleges has fluctuated. Some women’s colleges have experienced steady
enrollments and strong endowments, while others have either closed or gone
coeducational. According to the Women's College Coalition (2006), 66 women’s
colleges exist in the United States and Canada, yet the number decreased from 88 in
1989. Nonetheless, women’s colleges were founded in response to the need for advanced
education for women when access into institutions of higher education was limited to
men, and the curriculum was geared toward the study of liberal arts. In addition, the
demand for higher education for women increased due to “societal trends such as an
increase in labor-saving devices in the home, a shortage of teachers due to the growth of
common schools, a proliferation of reading materials for women, and more philanthropic
and some limited employment opportunities for women due to the Civil War" (Harwarth,
Maline, & DeBra, 1997, p. vii).

Institutions of higher education defined as a women's college are “colleges that
identify themselves as having an institutional mission primarily related to promoting and
expanding educational opportunities for women" (Harwarth, et al, 1997, vii). Although
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most institutions of higher education currently enroll female students, women’s colleges
enroll predominantly females. Women are also represented in greater numbers in the
executive, administrative, faculty, and managerial positions at women’s colleges than in
similar institutions of higher education (Harwarth, et ah, 1997).

In the eighteenth century, daughters of wealthy families were provided an
education at schools where they learned both social skills, including dancing and sewing,
and limited academic curriculum. The less rigorous curriculum was in response to the
concerns of many that a more rigorous curriculum or a more intellectual challenge would
impact a woman’s changes for marriage by negatively affecting her health and her ability
to bear children (Langdon & Giovengo, 2003). By the early nineteenth century,
secondary schools for women first took the form of academies or seminaries. Many of
these academies and seminaries were established in New England and New York, later
spreading to the West and the South. Although the seminaries varied in purpose, many
provided training for women in teaching. The quality of curriculum and intellectual
challenge also varied from academies and seminaries (Chamberlain, 1988; Harwarth, et
ah, 1997; Horowitz, 1993; Langdon & Giovengo, 2003). However, the four female
seminaries which offered strong intellectual development opportunities included Emma
Willard’s in Troy, NY, Catharine Beecher’s in Hartford, Connecticut, Zilpah Grant’s in
Ipswich, Massachusetts, and Mary Lyon’s in South Hadley, Massachusetts. Each of these
seminaries upheld high standards and a rigorous curriculum (Harwarth, et al., 1997;
Horowitz, 1993).

According to Horowitz (1993), the seminary founded by Mary Lyon in South
Hadley, Massachusetts in 1837 known as Mount Holyoke Seminary is credited as being
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the first institution of higher education for women. Mount Holyoke Seminary, now
known as Mount Holyoke College, with its established endowment and high standards
for intellectual inquiry, became a model for women's colleges around the country.
However, Vassal* College in Poughkeepsie, NY is considered by many “as the first
women's college to offer a curriculum equivalent to that of the contemporary men’s
college” in 1865 (Langdon & Giovengo, 2003, p. 9).

As higher education expanded during the late 1800s, so too did the growth of
women’s colleges. By 1900, the diverse population of women’s colleges stretched across
the country. Three types of American women’s colleges evolved from the expansion.
Women’s colleges were classified as independent private colleges. Catholic colleges, and
public colleges (Chamberlain, 1988; Harwarth, et al., 1997). The independent private
women’s colleges had three separate classifications. They included the Seven Sister
colleges (Vassar, Wellesley, Mount Holyoke, Smith, Bryn Mawr, Radcliffe, and
Barnard); Southern white women’s colleges such as Sweet Briar, Randolph-Macon,
Sophie Newcomb, and Goucher; and Southern black women’s colleges such as Spelman
and Barber-Scotia. The Catholic women’s colleges included such institution as
Marymount, Emmanuel, and College of New Rochelle, and the public women’s colleges
included such institutions as Hunter, Douglass, and Texas Women’s University
(Chamberlain, 1988; Harwarth, et ah, 1997). Representing another set of institutions
offered exclusively to women included the two-year junior college, which emerged in the
early twentieth century (Chamberlain, 1988).

From the 1900s through the 1940s and 1950s, women’s colleges thrived, and
many more were founded during this period. The growth was influenced by the
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Progressive education movement, which emphasized student-centered learning.
Creativity and independence in the classroom became a priority in the curriculum. Ail
and music were considered as intellectual disciplines as humanities, social sciences, and
the physical and biological sciences (Chamberlain, 1988).

However, in the 1960s and early 1970s, women’s colleges experienced a sharp
decline. Some of the decline was due to the feminist movement and newly coeducational
Ivy League schools. The many changes in American society affected higher education.
Financially, women’s colleges began to struggle. In response to the financial challenges,
some women’s colleges became coeducational, some merged with other institutions, and
others were forced to close their doors. Women’s colleges that survived this period
experienced a resurgence of interest among women of all backgrounds and ages
(Chamberlain, 1988; Harwarth, et al., 1997; Langdon & Giovengo, 2003). Langdon and
Giovengo (2003) explained that the reason many women’s colleges survived the social
change of this era was because according to some “women’s colleges have remained a
testimony to how to truly educate women because coeducational institutions are often
criticized for providing chilly climates for women and other underrepresented
populations” (p. 10). These surviving colleges emerged even more committed to
providing quality education to women, and they remained intact because they knew their
missions were paramount (Langdon & Giovengo, 2003).

In the 1970s and 1980s, women’s colleges were pressured by the rising interests
of coeducation. With the increase of women attending coeducational colleges and
universities and the greater access to these institutions, women’s colleges began to recruit
more aggressively, and also strengthened their commitment to the production of high-
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achieving women (Chamberlain, 1988). Although some women’s colleges were still
experiencing a decline in enrollment, others experienced increases in enrollment. The
renewed interest in women’s colleges was a reflection of a stronger role and purpose for
women's colleges. According to Chamberlain (1988):

Proponents of women’s colleges contend that, unlike coeducational
institutions, they give particular attention to the educational needs of
women. They attribute the appeal of women’s colleges to four main
factors: the academic environment, presence of women faculty members,
leadership development, and program innovations (p. 122).

Additionally, to address the competitive higher education market, many women's
colleges also began promoting what they believed were their strengths compared to other
types of higher education institutions. According to Harwarth, et al. (1997), women’s
colleges believed they provide: 1) smaller campuses with more personal atmospheres; 2)
access to higher education for older undergraduate women students, minority women
students, and part-time students; 3) proportionally more women students choosing to
purse science and mathematics; and 4) more women in leadership roles throughout the
campus (p. 43).

The impact of women’s colleges has remained stable throughout the years.
Several studies conducted on women’s colleges have revealed many positive effects on
students who attend women's colleges. According to the researchers, women’s colleges
had positive effects on overall academic development, cultural awareness, writing skills,
problem-solving skills, critical-thinking skills, and foreign-language ability (Astin, 1993;
Tidball, 1973). In addition, studies have found that women's colleges foster leadership
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skills and development; provide women with more female role models; encourage
women to focus on traditionally male-dominated fields of study (Harwarth, et al., 1997;
Whitt, 1994); and women's college alumnae were more likely to become “women
achievers” than coeducational college alumnae (Tidball, 1973). However, researchers
have also found that the level of selectivity of the women’s college may contribute in part
to the positive effect the institution has on the student (Giele, 1988; Gose, 1995).

The contemporary women’s colleges that still exist represent a wide diversity of
institutions. These colleges are “distinct from each other in their history, profile, student
body, and strengths, and internally diverse with respect to race, ethnicity, socioeconomic
status, age and life experience of their student” (Sebrechts, 1999, p. 41). These colleges
also vary in demographics, size, selectivity, and religious affiliation. Some have the
prestige and large endowments, while others are struggling financially to survive.
Although the number of women’s colleges has declined, those that have survived have
adapted themselves to best prepare women for the future, and will continue to be a viable
option for women interested in attending institutions of higher education.

Liberal Arts Colleges Versus Large Universities

Liberal arts colleges are distinctively different from large universities. For
example, some of the more evident differences are in the size of enrollment, the size of
the budget, and the multiple levels of bureaucracies and communities created by the
different schools, departments, and divisions (Hotchkiss, 2002). However, it is not the
size of the college, but the nature of the community that defines a small college. An
emphasis on a community atmosphere is found to exist more at small liberal arts colleges.
Constituents are more able to achieve a sense of belonging, and they identify with the

82

institution (Hotchkiss, 2002). Baldridge, et al. (1978) stated that examples of colleges that
identify their institution as a collegium or community of scholars are found more often at
smaller colleges. These types of colleges are apt to implement a more democratic rather
than an autocratic structure.

Structurally, large universities tend to be more complex, which can impede
informal contact between all constituents. Small colleges are less concerned with formal
structure because most of the interaction is done informally (Kuh & Whitt, 1988).
Furthermore, the larger the institution the more complex its purposes and commitments
become. For example, universities focus on research, graduate education, preparation in
multiple disciplines, sendee business, industry, and government agencies, where smaller
colleges focus more exclusively on the undergraduate education programs.

Leadership Style of Presidents of Liberal Arts Colleges Versus Large Universities

The key to the success of the administration of a liberal arts college is the
president (Howell & Eidson, 1985). In a study conducted by Rice and Austin (1988), the
leadership style of presidents of small private liberal arts colleges was described as
‘aggressively participatory’ (p. 54). Rice and Austin (1988) studied 10 small private
liberal arts colleges and found that each of the 10 presidents utilized a participatory or a
team-like style of leadership that encouraged shared authority and decision-making.
These presidents provided direction and purpose, while also empowering the faculty.
Results from surveys revealed that morale and satisfaction were higher and the leader
was both effective and productive (Rice & Austin, 1988).

Large public universities tend to differ in their leadership approach and
characteristics from smaller private colleges. There are two attributing factors to these
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differences. First, larger universities are considered strongly political in nature.
Leadership in these types of institutions tends to rely more on power tactics, negotiation,
coalition, and persistence rather than on collaboration (Baldridge, et al., 1978; Bensimon
& Neumann, 1993). Secondly, these institutions are more inclined to possess anarchic
qualities, and characteristics such as differential complex structural units and loose
coupling, which differ from a consensus collegial approach described in many small
colleges. Cohen and March (1974) described such academic organizations as organized
anarchy, meaning a system with little central coordination or control. In a university,
decisions are made autonomously and are often a by-product of an activity that was
unintended and unplanned. The academic organization is characterized as having
ambiguous goals, demanding clients, problematic technology, and environmental
vulnerability. Leaders are relatively weak and are seen more as negotiators (Cohen &
March, 1974).

Research conducted by Bensimon and Newmann (1993) also revealed that
presidents of large universities are expected to focus their attention on external issues and
activities, like fundraising rather than internal issues or operations. These presidents rely
heavily on their executive officers to oversee the internal operations of the institution;
whereas presidents of smaller colleges are involved in the daily operations of the
institution, and presumably, decisions and changes can be implemented quicker due to
less bureaucracy (Tuckerman & Arcady, 1985). University presidents described
themselves as “aggressive at developing a formal reporting system” and as creating
structures to alert them to problems “before they become full blown” (Newmann &
Bensimon, 1990, p. 686). Although there are differences between liberal arts colleges and
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large universities, decision-making is a critical administrative duty that can ultimately
affect the president and the institution regardless of its size.

Decision-Making Process

According to Miller, Hickson, and Wilson (1996), in order for modem
organizations to function effectively, decisions need to be made. Managers are one group
of constituents who spend a considerable amount of time making decisions at both the
operational and the strategic level. The making of decisions, especially consequential
ones that can affect what is done and shape the future direction of the organization, are
vital to the organizational stakeholders. The issue then becomes who should be involved
in the decision-making process.

In higher education, a well managed and stable administration is needed to deal
with ongoing problems such as the budgetary and financial constraints facing many
colleges and universities (McCorkle & Archibald, 1982). Some college presidents are
implementing a team leadership approach of management. This leadership approach can
be effective when making decisions during these challenging times in higher education
(Bensimon & Neumann, 1993; Gilley, et al., 1986; Kezar, 1998; Knudson, 1997;
Neumann, 1991).

Nature of Financial Crisis in Liberal Arts Colleges

Tough financial times are the echoing cries heard throughout the higher education
system (Lovett, 2002; Young, 2002). Many institutions of higher education, both public
and private, are faced with the financial pressures of cutting costs and raising money.
Financial difficulties are a reflection of a continuing trend of shrinking state support.

85

diminishing endowments, and the need to raise tuition costs (McPherson & Schapiro,
1999; Young, 2002). Although all sectors of higher education are dealing with these
financial challenges, some small liberal arts colleges are feeling the pressure more and
are on the verge of financial crises and possible bankruptcy.
In the summer of 2003, Hood College in Frederick, Maryland was on the edge of
bankruptcy. After some legal maneuvering, the college tapped into their restricted
endowment to save the college from closing. Although restricted endowments are
generally considered untouchable, using 10.5 million dollars of the 50 million dollar
endowment to pay off defaulted loans and help fund the operating costs for the academic
year was the only way to keep the doors of Hood College open (Pulley, 2003). The
financial troubles of Hood College began in the 1990's when the college suffered several
years of operating deficits. Declines in enrollment effected tuition revenue causing the
college to use the unrestricted endowment. The crisis escalated when the college
defaulted on the terms of two loans (Pulley, 2003).

Another small college that has struggled to stay afloat is Morris Brown College in
Atlanta, Georgia. The accreditation of Morris Brown was recently revoked due to the 27
million dollar college debt, and no clear plan on how to pay off the debt. An appeal to the
Southern Association of Colleges and Schools decision to strip the accreditation has
allowed the college to remain accredited. Without accreditation the college would lose
the federal financial aid needed to help students pay expenses used to keep the highly
tuition-driven institution opened (June, 2003).

The increases in tuition costs seem to be the driving force in the nature of
financial crisis at many liberal arts colleges. Most liberal arts colleges are part of the
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private nonprofit sector in American higher education and much of the operating funds
come from tuition. Public institutions, however, generally receive half or more of
operating revenues from state government appropriations, which allows the institution to
charge tuition below true costs (McPherson & Schapiro, 1999). According to Georgetee
DeVeres, Associate Vice President of Admission and Financial Aid at Claremont
McKenna College, the factors involved in tuition hikes are the shrinking endowments and
increased spending on technology and financial aid (Young, 2002). Rising tuition costs
are also driving many middle-class income students away from the private colleges and
more towards the public colleges and universities (McPherson & Schapiro 1999). Yet,
students from high income families continue to enroll in the private institutions. In
addition, the well-endowed, highly selective liberal arts colleges are holding their own in
the market for students (McPherson & Schapiro, 1999). Economic uncertainties in higher
education are reasons why many colleges and universities are managed in crisis mode
(Higdon, 2003).

Crisis Decision-making

The effectiveness of the president and the administrative team can be determined
by the decisions made and how well the team handled an institutional crisis (Birbaum,
1992; Tjosvold, 1995). Tjosvold (1995) conducted several studies relating to team
effectiveness and decision-making and found that during crisis situations team members
worked effectively combining their efforts, knowledge, and perspectives. By sharing
ideas and viewpoints, the team was able to find mutually agreeable solutions (Guzzo,
1995; Ilgen, et ah, 1995). Tjosvold (1995) stated that:
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the most fundamental way a group or organization can prepare for crises is
through developing committed, spirited teamwork. To cope successfully
with crises, people must work hard and skillfully to use structures,
relevant information, and procedures. To do that, they must feel like and
be able to act as members of an effective team. This investment in
cooperative teamwork not only pays off in dealing with crises, but also
helps the team accomplish its assignment (p. 80).

More often than not, crisis decision-making relates to decisions that need to be
made based on urgency. However, crisis at times can be both urgent and important. For
example, budget reductions may create such crises (Powers & Powers, 1983). When
crisis decision-making is inevitable, there are certain conditions that must occur when
dealing with the crisis effectively. First of all, those involved in the decision-making
process need to understand that there are time constraints. The time available for
decision-making and action is reduced, causing some to forgo consultation. Eliminating
the process of consultation can cause several problems. People who would be considered
constitutionally empowered to consult, like faculty and staff, will feel ignored. More
importantly, those who were ignored and not given the opportunity to be involved in the
decision-making process could refuse to support the decision (Powers & Powers, 1983).
Nonetheless, Powers and Powers (1983) stated that “no matter how urgent a problem may
appear to be, an effort should always be made to sound out opinion, rather than lose the
sense of participation and authorization that consultation provides” (p. 173). A crisis
situation also has a way of intensifying the feeling that people need to work together.
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Working as a team during a crisis can bring even the most intense of turf battles to a halt,
if only temporarily (Bensimon & Neumann. 1993).

Another condition that must occur in a crisis decision-making process is the
emotional component. The demands of the situation and the personalities and behaviors
involved can fuel an emotional charge by those making the decision and those directly
affected by the decision. For example, emotions can run high when participants believe
moral or ideological principles are at stake or job security is in jeopardy. One way to
alleviate some of the frustration is communication. Explaining why and how decisions
need to be made may dissolve some of the emotions (Powers & Powers, 1993). In higher
education, the collegial atmosphere found more often in liberal arts colleges lend support
to presidents who implement a collaborative decision-making process (Baldridge et al.,
1978; Bensimon, et al., 1989). However, emotions can run high and morale can decrease
when the decision-making climate is less collaborative and the president’s leadership
style is seen to be more hierarchical (Rice & Astin, 1988). When emotions run high for
team members during the decision-making process, Bensimon and Neumann (1993)
recommend that college presidents who utilize a team leadership approach to use the
activities that fall within the three functions (utilitarian , expressive, and cognitive) to
counteract the apprehensiveness and frustration. For instance, providing information is
one of the utilitarian functions of a presidential team and sharing information can ensure
that the team is on common ground when making decisions. Providing mutual support is
an activity that falls within the expressive function and being supportive of one another
can help the team achieve the goals of the institution. Viewing problems from multiple
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perspectives is a cognitive function that can be useful to help expand the ways in which
the president views problems within the institution (Bensimon & Neumann, 1993).

The impact of public attention and political or philosophical competition are also
conditions that occur in crisis decision-making. Public attention and the political or
philosophical components can affect the problem, the resolution, and the behaviors.
When dealing with a crisis effectively under these conditions, administrators should listen
sympathetically to the concerns and discuss openly ways in which to resolve or improve
the situation (Powers & Powers, 1983).

A Collaborative Approach in Decision-Making

In higher education, utilizing a team, consensus, or collaborative approach when
making difficult decisions can be both beneficial and unfavorable. As previously
mentioned, the three functions of presidential teams are utilitarian, expressive, and
cognitive (Bensimon & Neumann, 1993). One of the activities involved in the utilitarian
function is making decisions. In a study conducted by Bensimon and Neumann (1993),
some of the presidents adopted a consensus approach to decision-making, where team
members had a significant voice and, at times, a vote. Bensimon and Neumann (1993)
found that a consensus approach to decision-making was most useful when addressing
issues like policy changes that affected the entire college, or when financial resources
needed to be allocated. The decision-making process often involved giving team
members formal input to the final decision, yet at times, the role of team members was
more as advisors and the final decision was made by the president. In sum, Bensimon and
Neumann (1993) found that the leadership teams did not all work in the same way in the
decision-making process. Some of the leadership teams relied on consensus decision-
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making, others voted, and others turned the final decision over to the president
(Bensimon & Neumann, 1993).

Disconcertedly, Bensimon and Neumann (1993) also found that few presidents
considered team voting or giving advice useful. Suggested reasons for the negative
responses included the president underestimating the usefulness of the team’s decision¬
making capabilities, showing a lack of patience for consensus, viewing consensus as a
way to avoid responsibility, and demonstrating indecisiveness by the president.
Nevertheless, Bensimon and Neumann (1993) believed a collaborative effort can enhance
the decision-making process.

Dissatisfaction with the decision-making process was also expressed by a few
team members in a study conducted by Riechmann (1991) on high-involvement and highperformance teams in higher education. Riechmann (1991) proposed that a possible
reason for the dissatisfaction among one or two members was because the members were
less committed to the team effort; the team members put more energy towards individual
and subunit pursuits. The purpose and values of the team and its functions did not carry
the same weight as it did for fully committed members. Thus, when one or more team
members felt less than full dedication to the team, the level of team involvement and
team performance was negatively affected (Riechmann, 1991).

Effectiveness in Decision-making

How a college president makes decisions can impact their effectiveness as
presidents. In a study conducted by Fisher, et al (1988), 485 individuals considered
knowledgeable about higher education were asked to identify five college presidents they
considered to be effective. The respondents used their own terms in defining effective. Of
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the possible 3,300 presidents, the respondents identified 412 college presidents they
would consider effective. The 412 effective presidents represented the four sectors of
higher education: 2-year, 4-year, public, and private.
Fisher, et al. (1988) then administered the Fisher/Tack Effective Leadership
Inventory to the 412 effective presidents selected and another 412 randomly selected
presidents not identified as effective, referred to as representative presidents. It is
important to note that the presidents did not know who had been nominated as an
effective president. The results of the study revealed a significant difference between
effective and representative presidents. Fisher, et al. (1988) found the effective college
presidents “to be less collegial and more distant” than representative presidents (p. viii).
The effective presidents also believed in participatory management but indicated that the
responsibility of making the final decision was theirs. Although opinions and facts from
experts and those directly affected by the decision were solicited, the presidents ignored
the thought of collegial leadership. However, when decisions were made at the lower
levels of the organization, some of the effective presidents decentralized the decision¬
making process and empowered others to make decisions when deemed appropriate. It is
important to note that the more difficult or controversial the issues, usually relating to
fundraising efforts and budgetary decisions, the more autocratic the effective presidents
became (Fisher, et al., 1988).

Bing and Dye (1992) opposed the Fisher/Tack model of presidential leadership. It
was their belief that Fisher, et al. (1988) took a dim view of the ideal of collegial
institution. A president who was labeled as a ‘representative president’ was considered
more as a figurehead and characterized as weak. By contrast, the effective president was
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described as someone who was silent and rarely shared the reasons for the decisions
made. According to Bing and Dye (1992) the implications of the Fisk/Task model
demonstrated a lack of trust in the faculty, and when faculty were consulted, there was no
assurance their views were regarded. The Fisk/Task model was characteristic of a
hierarchical approach and one Bing and Dye (1992) deemed more admirable in a
corporate president not a president of a college or university. Bing and Dye (1992)
believed that institutions that utilized a solitary decision-making process deteriorated the
community atmosphere and discouraged wide participation in the academic life of the
institution.

Institutional Size and Complexity Influencing the Decision-making Process

The size and complexity of a college or university may influence a president’s
decision to implement a team leadership approach. Universities tend to be strongly
political in nature and rely more on power tactics than the collaborative approach popular
in smaller private colleges (Bensimon & Neumann, 1993). The larger the institution and
the more levels involved in the decision-making process, the more difficult it becomes to
establish a collaborative environment (Keeton, 1971). Bureaucracy increases making it
more difficult to incorporate shared governance (Zusman, 1999). It also becomes less
feasible economically and structurally for small colleges to operate similarly to the
bureaucratic and multi layered decision-making processes of the larger university
(Howell & Eidson, 1985). Unlike universities, colleges are implementing leadership
teams rather than traditional hierarchical administrative roles. However, for leadership
teams to develop effectively and thereby implement an effective decision-making process
the institution must commit the time and resources into proper training (Keeton, 1971)
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and the president, or team leader, needs to understand the functions of the team
(Bensimon & Neumann, 1993).
Summary

Although the research on leadership is abundant, no agreement has been reached
on how to define, measure, or assess leadership (Bimbaum, 1989; Pfeffer, 1977), and “no
clear and unequivocal understanding ... as to what distinguishes leaders from
nonleaders, and perhaps more important, what distinguishes effective leaders from
ineffective leaders” (Bennis & Nanus, 1985, p. 4). However, many researchers have
agreed that the definition of leadership revolves around the influence over others (Bennis
& Nanus, 1985; Fielder, 1967; Gardner, 1990; Jamison, 1997; Northouse, 2001; Rost,
1991; Stogdill, 1974). Bensimon and Neumann (1993) took a different approach from the
traditional influential relationship among leader and follower definition of leadership.
According to Bensimon and Neumann (1993) leadership is defined “as a shared,
interactive culturally framed activity” (p. xi) and that leadership occurs “among and
through a group of people who think and act together” (p. 2). The shift from the
hierarchical model of leadership to a more collaborative decision-making model that
emphasizes collegiality and teamwork is growing throughout various organizations
(Jamison, 1997). The person responsible for creating a team is the team builder or team
leader. As the team leader, the college president has the challenge of molding their
administrative team to lead, act, and think together (Bensimon & Neumann, 1993).

In addition, the study of leadership in higher education is also difficult because of
the dual control systems between professional and administrative authorities, ambiguous
goals, and institutional culture (Bimbaum, 1989). Views of effective leadership in higher
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education can vary depending on levels of analysis, constituencies, and institutional types
(Bensimon, et al., 1989). However, a particular leadership style that is receiving much
attention is leadership in teams (Bensimon & Neumann, 1993; Bimbaum, 1991; Kezar,
1998; Neumann, 1991). Researchers have found that a team leadership approach can
increase productivity, increase the effectiveness and efficiency of its human resources,
and can increase innovation and creativity (Bensimon & Neumann, 1993; Kolger Hill,
2001; Lewis, 1994). Viewing team leadership in a cultural perspective looks to interpret
how teams work together and function collectively within the academic community
(Bensimon & Neumann, 1993; Bimbaum, 1992).

In private liberal arts colleges, cultures are stronger compared to larger
universities. The small size, interdependent parts, and traditions found more often in
liberal arts colleges strengthens the cultural environment. The power of the academic
culture is reinforced through events and structures that involve the use of symbols,
ceremonies, and rituals (Rice & Austin, 1988). For a college president, it is important to
understand that culture influences what people perceive, how they behave, and the
decisions that they make (Bimbaum, 1988; Tierney, 1988).

One of the functions of a presidential leadership team is decision-making.
Utilizing a team, consensus or collaborative approach in the decision-making process can
prove to be both beneficial and unfavorable (Bensimon & Neumann, 1993). When a
college president implements a team approach, team members are asked to share their
insight and perspective, and then are asked to help find creative solutions to institutional
problems. The role of the team members becomes significant in the final decision process
or more as an advisor to the president who makes the final decision (Bensimon &
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Neumann. 1993). If a president incorporates the three functional domains (utilitarian,
expressive, and cognitive) and if the teams are cognitively complex, a college president
who utilizes a team leadership approach may work collaboratively with their
administrative team to find creative and innovative ideas and solutions to institutional
tasks and problems, while building a strong team culture.

In conclusion, this chapter has reviewed the literature on leadership, leadership
and organizational culture, and team leadership. Additionally, the review explored how a
team leadership style can function in an academic setting, and how the cultural entity of a
liberal arts college effects the implementation of a team approach in decision-making.
The few studies that documented the impact of a team leadership approach to academic
leadership emphasized the perceived effectiveness of a team leadership style and the
perceived role of the president and the team members in various types of institutions of
higher education, but none compared and contrasted how three liberal arts college
presidents and their administrative teams function in a financial crisis situation.
Therefore, this study examined how presidential leadership teams function, assessed the
team member's perception of team leadership effectiveness, and examined any
similarities and differences in composition and operation of how three liberal arts
colleges effectively solved a financial crisis. Findings from this study may help college
presidents using or considering implementing a team leadership approach develop
strategies on how to work more effectively and efficiently. In addition, college presidents
can gain valuable knowledge and insight from the “learning experiences” of the
participating presidential leadership teams, and help them determine if a team leadership
style would be effective while dealing with a crisis situation.
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CHAPTER 3

METHODOLOGY

This chapter outlines the qualitative research design used for this study. A review
of the conceptual framework guiding the study, a review of the research questions,
discussion of case study methodology, and study limitations is included.

Conceptual Framework

The conceptual framework guiding this study was drawn from previous studies
reviewed in Chapter 2. Team leadership emphasizes shared leadership rather than the
traditional, bureaucratic style of academic leadership (Bensimon & Neumann, 1993). If
the leader (president) and team members (administrative team) function effectively, a
team leadership approach can bring together the skills and experiences of all the
members, which often exceed the skills and experiences of one individual (Katzenbach &
Smith, 1993).

To implement a team leadership approach to academic leadership, presidents need
to understand their role as the team builder. Presidents need to understand how teams
work and what they are capable of accomplishing or not accomplishing. Team members
also have a responsibility to understand the function of the team and the various roles
they can play (Bensimon & Neumann, 1993). The functions of presidential teams can be
described as utilitarian, expressive, and cognitive. When the president attends to all three
functions, they can effectively lead an administrative team that is capable of managing
important administrative, human relations, intellectual issues, as well as crisis situations
(Bensimon & Neumann, 1993).
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Team leadership effectiveness depends on the ability of the team to build a strong
team relationship, and have a strong leader (Hogan, et al., 1994; Lewis, 1994). Bensimon
and Neumann (1993) applied the metaphor of culture to an academic leadership team
rather than ascribing leadership to only one person. One way of viewing an academic
leadership team is as a cultural entity. In order to achieve an understanding of the
leadership team as a cultural entity, the team leader must interpret and understand the
physical, social, and intellectual make up of the group (Bensimon & Neumann, 1993;
Chaffee & Tierney, 1988).

Furthermore, to view a team as a cultural entity is to look at the humanness of the
team, rather than the administrative functions of the team. Understanding leadership
teams as cultural entities requires all team members to consider “both consistency and
difference, cohesion and fragmentation, creation and degeneration, unity and
fragmentation” (Bensimon & Neumann, 1993, p. 25). A cultural view of teams considers
how teams come together, work together, grow and stay together, as well as how they
come apart, potentially in a crisis situation (Bensimon & Neumann, 1993).

Higher education, especially liberal arts colleges, is facing numerous challenges
and pressure is rising among administrators for proven managerial techniques and
administrative practices to combat these complex realities (Bimbaum, 1988; Bonvillian
& Murphy, 1996; Breneman, 1994; Tuckerman & Arcady, 1985). However, the size and
complexity of the institution may influence the college president’s choice in leadership
styles. A team or a collaborative approach in a liberal arts setting, specifically in the
decision-making process, is more feasible than the bureaucratic and multi-layer decision¬
making process found more often in large universities (Bensimon & Neumann, 1993;
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Howell & Eidson, 1985). Decisions made by groups or teams can potentially be more
effective than a decision made by one person (Yukl, 1989). Teams can work effectively
by combining their efforts, knowledge, and perspectives to generate more creative and
diverse innovations and solutions (Bensimon & Neumann, 1993; Bimbaum, 1992;
Guzzo, 1995; Ilgen, et ah, 1985).
In synthesis, effective presidential leadership is critical in helping solve the
economic problems facing many colleges and universities. A team leadership approach is
a particular style of leadership that can be used to counteract these financial problems.
Minimal research has been conducted on presidential leadership teams in academic
settings, particularly in liberal arts colleges. Some of the studies conducted on
presidential team leadership in higher education have examined the perceived
effectiveness of the college president, the presidents’ cognitive frame of reference and its
influence on the teams’ functional domains, and whether the team processes were “real”
or “illusory” (Bensimon & Neumann, 1993; Knudson, 1997). However, no studies have
focused on the similarities and differences in composition and operation in how
presidents of liberal arts colleges function when utilizing a team leadership approach
specifically during a financial crisis situation.
Research Questions
Guided by the conceptual framework and previous studies on presidential
leadership utilizing a team leadership approach, the purposes of this study were to
examine the following research questions:
1) How did three different leadership teams function in their individual
liberal arts setting?
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a)

Did the three different leadership teams function as “real” teams by
serving as utilitarian, expressive, and cognitive teams or “illusory”
teams?

b) How cognitively complex were the three liberal arts college
leadership teams? Did the leadership teams view and understand
the life of the college from multiple perspectives and process
information in diverse ways?

c) What were the perceptions of the roles of the team members and
president at each of the three sites?

2) Does a team leadership approach work during a financial crisis

situation?

3) What aspects of the liberal arts setting and culture influenced team

leadership functioning in a financial crisis situation?

Research Design

The research method selected for this study was a qualitative and specifically case
study design. Qualitative research is designed to help researchers understand situations,
in their uniqueness, as part of specific interactions and context (Merriam, 1998).
According to Locke, Spirduso, and Silverman (2000), qualitative research “is a means for
describing and attempting to understand the observed regularities in what people do, or in
what they report as their experience” (p. 96). Some of the characteristics of qualitative
research include: 1) naturalistic, meaning it allows the voices and perspectives of
participants to be captured in their natural setting and the researcher is the key
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instniment: 2) descriptive data, meaning the data collected is in the form of words rather
than numbers; 3) process oriented, meaning the researcher is concerned with the process
rather than the outcomes or products; 4) inductive, meaning data builds abstractions,
concepts, hypotheses, or theories that are grouped together; and 5) meaning, referring to
the researcher’s interests in the perspectives of the participants (Bogdan & Biklen, 2003;
Merriam, 1998; Patton. 2002; Rossman & Rallis, 2003). Rossman and Rallis (2003)
stated two features of qualitative research: “(a) the researcher is the means through which
the study is conducted, and (b) the purpose is learning about some facet of the social
world" (p. 5). Compared to quantitative research, qualitative research produces detailed
information on a smaller number of individuals and cases using open-ended questions
and interview data; whereas quantitative research tests or verifies theories or explanation
usually drawn from instrument questions (Creswell, 2003; Patton. 2002).

Case studies are the preferred research method when the investigator is posing the
“how” and “why” questions and the investigator can not control the events (Yin, 1994, p.
1). The central question in this study focused on how and why team leadership function
in liberal arts setting; thus case study was the appropriate method. A qualitative case
study is an empirical inquiry that investigates a phenomenon within its real life context
(Yin, 1994). Merriam (1988) described a qualitative case study as an “intensive, holistic
description and analysis of a single instance, phenomenon, or social unit” (p. 27). There
are three characteristics that define qualitative case studies: particularistic, descriptive,
and heuristic (Merriam, 1998). Particularistic case studies focus on a particular situation,
event, program, or phenomenon. Descriptive case studies mean that the product of the
case study is a “thick description” of the phenomenon studied. Heuristic case studies
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illuminate understanding of the phenomenon under study (Merriam, 1998). In general,
case studies are intrinsically interesting and seek to understand a larger phenomenon
through an intense study of a specific instance (Merriam, 1998; Rossman & Rallis, 2003).
In addition, case study knowledge is different than other research knowledge because it is
more concrete, more contextual, more developed by reader interpretation, and is based
more on reference population determined by the reader (Merriam, 1998). This study
focused more specifically on a multiple-case study design.

A multiple-case study design involves collecting and analyzing data from several
cases. For example, a multiple-case study may involve the study of school innovations
such as new classroom technology occurring independently at different sites. Thus, each
school is an individual case study, and the study as a whole would become a multiplecase study design (Yin, 1994). Multiple-case study designs allow the investigator to
compare and contrast or cross analyze the findings from each site to show
generalizations, as well as discover commonalities and differences (Bogdan & Biklen,
2003; Merriam, 1998). Additionally, analysis of a multiple-case study design “can build
categories, themes, or typologies that conceptualize the data from all cases, or it can lead
to building a substantive theory offering an integrated framework covering multiplecases’' (Merriam, 1988, p. 156). The analysis of the study under investigation included
descriptions within cases and across all cases, as well as established themes which
answered the research questions.

A case study design is often selected based on the nature of the research problem
and the proposed questions. Although a case study design has several advantages, there
are more distinct advantages of conducting a multiple-case design compared to a single-
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case design. A single-case study design “offers a means of investigating complex social
units consisting of multiple variables of potential importance in understanding the
phenomenon"; is anchored in real-life situations, the “study results in a rich and holistic
account of a phenomenon”; and “offers insight and illuminates meanings that expand its
readers’ experiences" (Merriam, 1998, p. 41). However, the evidence from a multiplecase design is more compelling than a single-case design resulting in a stronger study
(Yin, 1994). Also, the precision and the stability of the findings are strengthened when
using multiple-case design (Merriam, 1998). Lastly, the inclusion of multiple-cases is a
strategy used for enhancing external validity of the findings (Merriam, 1998). Thus, this
researcher used a multiple-case study design in order to compare and contrast a team
leadership approach in three institutions of different cultures, albeit all liberal arts
colleges.

There are limitations, however, or disadvantages of utilizing a case study design
or multiple-case design. According to Merriam (1998), case studies are time consuming
and expensive. The study can also become extensive in length, detail, and involvement
for educators and policy makers to read or use. In addition, “case studies can
oversimplify or exaggerate a situation, leading the reader to erroneous conclusions about
the actual state of affairs” (Guba & Lincoln, 1981, p. 377). The issue of ethics can also be
a concern in case study research. When writing or reading a case study, it is important to
be aware of biases that can affect the findings (Guba & Lincoln, 1981).

The overall methodology proposed for this investigation was a qualitative
multiple case design involving three college presidents of small liberal arts colleges in
New England who utilized a team leadership approach, and who have dealt with or are
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presently dealing with a financial crisis at their institution (Merriam, 1998; Rossman &
Rallis, 2003; Yin, 1994). Interviews and observations with both the presidents and the
administrative team members were conducted to obtain information on the perceived
function and effectiveness of the leadership style under investigation. In addition,
similarities and differences in composition and operation were also identified in relation
to how each of these presidents and their team handled a financial crisis.

In this study, the phenomenon was the team leadership style used by a college
president. The researcher interpreted the perceived effectiveness of the team leadership
style, and the team’s internal and external functions as it related to the institution's
performance, as well as explored any similarities and differences in the team’s
composition and operation during a financial crisis between the three presidential
leadership teams. The team’s culture was also analyzed by the way in which it worked,
how it gathered information, solved problems, and made decisions.

In sum, a case study has two purposes; 1) to arrive at a comprehensive
understanding of the groups under study; and 2) to develop general theoretical statements
about regularities in social structure and process (Becker, 1968, p. 233). The researcher in
this study chose to conduct a case study for the purpose of gaining knowledge and insight
in uncovering the interaction between the team leadership style utilized and the leader
and teams' perceived effectiveness, the leader and team functioning, and to explore any
similarities and differences in the team's composition and operation during a financial
crisis situation.
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Establishing the Settings. Population, and Entry

The settings for this study were three small liberal arts colleges in New England
where the presidents utilized a team leadership approach. The size and institutional type
were considered influential factors in the study conducted by Bensimon and Neumann
(1993) of team leadership at four-year colleges. In Bensimon and Neumann’s (1993)
study, real teams were more found to exist in small, private, 4-year colleges. However,
the researcher of this study assumed there would be differences in the culture of the
institutions, the available resources, and the president’s cognitive frame of reference. The
participants were the leadership team at each of the three colleges. The leadership team
consisted of a president, who had a minimum three year tenure, and her senior level
administrative staff, and identified by the president as her team. For this study, the
operational definition of team leadership was the empowered participation among its
members via interactive, collaborative, and shared decision-making, and where the
agendas of the team were created and negotiated by all.

In addition, liberal arts colleges were selected for comparison factors. The
researcher was interested in comparing similarities and differences in the team’s
composition and operation while utilizing a team leadership approach during a financial
crisis situation. The institutions chosen for this study experienced a financial crisis during
the past two years or were currently dealing with a financial crisis. A financial crisis
situation as defined by the researcher was a deficit in the operational budget which
required the institution to make campus wide budgetary cuts. At these institutions,
presidents and others perceived the situation as a crisis and responded appropriately.
According to Lovett (2002), “managing a fiscal crisis becomes, of course, truly difficult
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when the reductions exceed five percent of the operating budget” (p. B12). The
researcher used a five percent or greater reduction in the total operating budget to identify
institutions in financial crisis.
The initial phase of this study involved the use of snowball sampling. The
researcher produced a list of liberal arts colleges in New England with total
undergraduate enrollment of 5,000 or less using 2002 reported figures. The list of
colleges that fit this description was identified from Connection: The Journal of the New
England Board of Higher Education Annual Directory of New England Colleges and
Universities 2004. The researcher then employed the assistance of colleagues to identify
college presidents who utilized a team leadership style as defined above, and were
dealing with a financial crisis situation also defined above. Next, an electronic mail letter
was sent to either the President or the administrative assistant of the selected institutions
describing the purpose of my study and asking them to confirm their participation in the
study. Two of the three presidents requested in person meetings with the researcher prior
to confirming their participation. The third president confirmed via electronic mail. Once
the president agreed to participate, she was then asked to provide the additional names,
titles, and electronic mail addresses of the individual members of their administrative
team. All information requested was provided by the Assistant to the President or their
administrative assistant.

Selection of the three liberal arts colleges was based on confirmation from the
presidents. Next, an electronic mail letter was sent to each of the administrative team
members of the three selected colleges describing the purpose of the study and to confirm
their participation. After the president and administrative team members agreed to
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participate in the study by signing a consent form (Appendix A), the researcher made
arrangements with the Assistant to the President or the administrative assistant to obtain a
copy of an organization chart of the institution, and to set up interviews with the president
and the observation. The researcher scheduled the interviews with the individual team
members through telephone or electronic mail. During the first scheduled interview, each
participant completed a demographic survey (Appendix B). There were a total of 27
participants. The total number of participants was determined by the construction of the
three selected presidents’ leadership teams.

Role of the Researcher

The researcher in qualitative research is the primary instrument. The role of the
researcher is to gather and analyze the data (Merriam, 1998). According to Rossman and
Rallis (2003), the qualitative researcher “views the social world holistically;
systematically reflects on who she is; is sensitive to personal biography; and uses
complex reasoning” (p. 10). Thus, the credibility of the study depends on the level of
skill, competence, and rigor of the person conducting the fieldwork (Merriam, 1998;
Patton, 2002). Conversely, the researcher is human, and similar to other research
instruments, the human instrument is fallible. Mistakes and personal biases are possible.
Therefore, it is important to assure that the researcher is asking questions that will help in
collecting meaningful data (Merriam, 1998).

In a qualitative case study, the researcher's role is similar to that of a detective.
The responsibility of the researcher is to search for clues and missing pieces to put the
puzzle together, while being sensitive to such elements as the context, physical settings
and participants (Merriam, 1998). Over a period of time, a researcher will rely on
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interviews and observations as the main techniques in the data collection process
(Merriam, 1998). The data collection techniques “provide ways of discovering and
interpreting aspects of reality" (Rossman & Rallis, 2003, p. 172), and enables the
researcher to capture and represent the richness, texture, and depth of what they are
studying. This study supplied empirical grounded data by presenting the specific
comments, which included perceptions from the president and the administrative team
members received both in interviews and observations (Merriam, 1998; Rossman &
Rallis, 2003).
Anticipating potential biases on behalf of the researcher, it was determined that
few existed due to the following reasons: 1) there were no personal connections between
the researcher and the presidents or their team members; 2) there was limited knowledge
about the institution involved in the study prior to the investigation; 3) there was no prior
knowledge about the cultures of the institution. Conversely, the researcher assumed the
president utilized a team leadership style and that the institution was faced with a
financial crisis based on the established criteria for participation and their approval to be
participants. In addition, the researcher held a bias that team leadership is an emerging
style of leadership utilized more often by small liberal ails colleges based on the literature
review.

Data Collection

The three kinds of data collection used in qualitative research are: 1) in-depth,
open-ended participant interviews; 2) direct site observation; and 3) written documents
(Patton, 2002). All three data collections including field notes were used in this study.
After receiving informed consent from the college presidents and their administrative
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staff members, the researcher began the in-depth interviewing, and observation process.
Arrangements were made with the Assistant to the President or the administrative
assistant to the president to schedule the dates and times for the interviews and
observations of each college president of the three liberal ails colleges. Separate
arrangements were made by the researcher to schedule interviews with each of the
administrative team members at the three institutions. The researcher took field notes
during the site observations. Document collection was ongoing throughout the study.

Interviews

The in-depth interview portion of the investigation consisted of two open-ended
interviews with each participant. When conducting an open-ended interview, the
researcher is asking the same basic questions to increase comparability of responses and
to provide the same data set from each respondent (Patton, 2002). The purpose of using
open-ended questions by a case study researcher is to “seek a balance between the emic
and etic perspectives” (Rossman & Rallis, 2003, p. 189). The researcher used a modified
version of the Bensimon and Neumann (1993) interview protocol to discover whether or
not their framework for team leadership worked in the liberal arts college setting
(Knudson, 1997). Additional questions were asked that related specifically to the research
questions regarding the effectiveness of utilizing a team leadership approach during a
financial crisis situation (Appendix C).

Prior to asking any question, the researcher assured the participants’ anonymity.
Maintaining confidentiality is critical to ensure the researcher will receive honest
responses to the questions asked (Morse & Richards, 2002; Rossman & Rallis, 2003).
Noted in the consent form was a statement assuring the participants the researcher’s
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commitment to maintaining confidentiality. Although the researcher utilized responses
from the interviews to illustrate key points stated, all written documents, informal and
formal interviews, and notes from the observation were kept confidential, and
pseudonyms of the participants and pseudonyms for the college were used. In addition,
pseudonyms for the participant’s names and the college were used in the final form of the
dissertation and any other written material. The researcher understood the importance of
removing all and any possible identifiers.
The researcher attempted to interview the college president first and then each of
the team members separately, however due to schedule conflicts, this was not possible.
The first set of interviews was conducted prior to observing one team meeting scheduled
to discuss the financial crisis. Initial questioning for the president focused on how the
team builder (college president) saw her role, responsibilities, and how they define team
leadership. In addition, all participants were asked a series of questions that reflected
three major areas: 1) how they perceived the president’s leadership effectiveness; for
example, “How do you tell if you are being effective as a leader?” and “How would you
describe the president’s effectiveness?”; 2) how they perceived the team’s effectiveness
and morale; for example, “To what extent does the leader and team members support
each other?”; and 3) identify the team's mode of operation; for example, “How would
you describe the work of the team?” (Bensimon & Newmann, 1993; Bimbaum, 1992).
Team members (administrative staff) were asked to discuss their specific function, the
functions of each team member including the president, and their specific task(s).

The second set of interviews was conducted after observing a team meeting where
one of the agenda items included discussion of the crisis at hand. Each team member,
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including the president, was asked their perception of the team’s performance in handling
the financial crisis situation, and their involvement in the decision-making process. In
addition, questions were aimed specifically on providing the researcher with information
about perceived efficiency and effectiveness, as well as advantages and/or disadvantages
(strengths/weaknesses) of using a team leadership approach.

Observations

During the course of this investigation, one observation per institution was
conducted. The observation took the form of an administrative team meeting held on
campus which included the president and all team members. However, due to
institutional obligations, one team member at two of the institutions were absent from the
team meeting. One of the agenda items for the meeting included discussion of the
financial crisis situation. The objective of the observation was to gain insight into the
participant’s responses from the interviews on how effective they perceive the team
leadership approach, the team’s operational functions, and the team’s ability to
effectively use a team leadership style during a financial crisis situation.

Furthermore, the researcher observed the team’s culture by noting the processes
involved in making decisions relating to the financial crisis, and the interpersonal
processes that consisted in the team’s life (Bensimon & Neumann, 1993). Consenting to
participate in this study allowed the researcher full access to the administrative team
meeting. According to Rossman and Rallis (2003), observations allow the researcher to
“learns about actions and infers the meanings those actions have for participants” (p.
195). The researcher’s involvement during the meeting was exclusively that of an

111

observer. However, the researcher was unexpectedly put on the agenda and asked to
speak briefly on the status of the research study at one institution.
Throughout the observation, data was collected through field notes taken by the
researcher. Two components of field notes were applied; “running record” and “observer
comments.” A “running record” provided the researcher with specific detailed
information about the setting, activities, and interactions of all participants involved in
the meetings. The “observer comments” contained the researcher’s commentary of the
running record (Rossman & Rallis, 2003). The observations were holistically descriptive.
“Observer comments” specifically reflected on several areas: the verbal and nonverbal
communications of the college president and the administrative staff members; and
whether or not the influence of an observer had an effect on the participants’ actions and
behaviors. Data obtained from this case study can help college presidents gain knowledge
and insight from the “learning experiences” of the participating presidential leadership
teams, and also help them determine if this style of leadership would be effective while
addressing a financial crisis situation at their institutions.
Documents

Collecting viable documents aided in this research study. According to Merriam
(1998), documents are any written, visual, and physical materials that are relevant to the
study. These documents can be a combination of public records, personal documents,
physical materials, and even created documents that assisted in the analysis portion of the
study. Such documents provide the researcher with valuable information, and “also as
stimulus for path of inquiry that can be pursued only through direct observation and
interviewing” (Patton, 2002, p. 294).
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Specific documents obtained by the researcher included: 1) an organizational
chart of the institution; 2) a demographic survey including background information on the
college president, as well as names and titles of each member of the administrative team,
total number of faculty, staff, and current residential undergraduate students enrolled; 3)
“a demographic survey completed by each team member including gender, age, ethnicity,
highest degree earned, number of years at the college, number of years in current
position, and number of years on the president's leadership team” (Knudson, 1997, p.
64); and 4) college resource pamphlets. Participation in this study granted the researcher
permission to obtain personal documents volunteered by participants throughout the
study. Additional documents obtained included the observed meeting agenda from one
participating institution, and copies of the past and present strategic plans from another
participating institution. One point of caution, although personal documents are a reliable
source of data, it is important to note that the materials chosen for research can be highly
subjective. It is the researcher alone who selects what he or she considers important to
record (Merriam, 1998).

Data Analysis

Data obtained from this multi-case study were gathered from transcribed
interviews with the president and each administrative team member, observational field
notes of the meeting conducted by the presidential leadership team, obtained documents,
and reflective memos from all three liberal arts colleges. Qualitative data analysis is the
process of making meaning of the data. Qualitative data analysis involves sorting, coding,
consolidating, and interpreting the participant’s responses and the researcher’s
observations (Merriam, 1998).
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Several of the open-ended questions that were asked of the president and the
administrative team members were similar in content and reflected the research
questions. The interviews were transcribed and passages from the text that classify the
themes and categories were highlighted. After gathering all the information from the
interviews, observations, documents, and memos, the researcher began sorting and
analyzing the data. According to Patton (2002), “content analysis involves identifying,
coding, categorizing, classifying, and labeling the primary patterns in the data” (p. 463).
The first step of content analysis is to develop a manageable classification or coding
scheme. A coding scheme, which is the descriptive phase of analysis, helps organize the
data into categories and themes. Some potential themes and categories included the team
functional domains, “real” versus “illusory” teams, the involvement of others in the
decision-making process, perceptions of team leadership, team leadership effectiveness,
and the efficiency of utilizing a team leadership approach during a financial crisis
situation. Coding also builds a foundation for the interpretative phase. The interpretative
phase helps extract meaning from the data, formulate comparisons, construct frameworks
for interpretation, help draw conclusions, and help deteimine any significance (Bogdan &
Biklen, 2003; Merriam, 1998; Morse & Richards, 2002; Patton, 2002).

In order to reflect on the data recorded, the researcher included memo writing as a
part of the data analysis. Memo writing is personal notes which enable the researcher to
reflect on the data recorded, and the categories and themes (Morse & Richards, 2002).
Methods for implementing memos included recording the physical setting, the mood and
context of a meeting; ideas or impressions about portions of an interview; and ideas about
a category or a theme from the coding data (Morse & Richards, 2002). Graphic matrices
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were also created to categorize the data from the interviews and observations. The
graphic matrices were a useful guide by listing pertinent responses from the participants
(Patton, 2002). All transcripts were analyzed to compare and contrast the similarities and
differences in how each of the three presidential teams functioned during a crisis
situation.

Validity and Reliability

In a qualitative case study, the researcher should ask themselves three critical
questions; ‘were the interviews reliably and validly constructed; was the content of the
documents properly analyzed; and do the conclusions of the case study rest upon data?’
(Merriam, 1998, p. 199). To test the quality of any empirical social research, the
researcher should examine the internal validity, external validity and reliability of the
study (Yin, 1994). Internal validity focuses on the meaning of reality. Reality, in
qualitative research however, is “holistic, multidimensional, and ever-changing”
(Merriam, 1998, p. 206). Since the researcher was the primary instrument of data
collection and analysis, the researcher interpreted the data obtained through interviews
and observations. The strategies used by the researcher to ensure internal validity
included: 1) observing a team meeting where members discussed the crisis situation; 2)
participatory modes of research; 3) use of peer examiners; and 4) identifying researcher
biases prior to data collection (Merriam, 1998).

Reliability is problematic, but possible, when conducting qualitative research.
According to Merriam (1998), reliability refers to the degree in which the findings of the
study can be replicated while yielding the same results. Replicating human behavior and
the variations of interpretations of what is being said and done is challenging. Therefore,
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replicating this study and yielding the exact same results is impossible. However, when
focusing on the operations of the study, such as repeating the data collection procedures
with the same results, rather than replicating the results from one shidy by conducting
another study, establishing reliability is possible (Yin, 1994).

To ensure that the results were dependable and valid, the researcher explained the
assumptions and conceptual framework behind the study and reasons for selecting
presidents of liberal arts colleges. An audit trail was also used to describe in detail the
accounts of data collection, to explain how categories originated, and how decisions were
made throughout the process (Merriam, 1998). In addition, the researcher integrated the
use of case reporting and triangulating sources. Case studies are richly descriptive and
“affords the reader the vicarious experience of being there” (Merriam, 1998, p. 238).
Through case reporting, the detailed description of the particulars will allow the reader to
experience the setting of the study, and will enable the reader to assess the evidence of
the researcher’s analysis (Merriam, 1998). In this study, case reporting involved the use
of multiple sites (three liberal arts colleges), and interviews at different levels in the
organizational structure (president and administrative members).

Triangulation refers to the use of multiple methods, perspectives, or data
(Merriam, 1998; Morse & Richards, 2002; Patton, 2002; Rossman & Rallis, 2003). hi this
qualitative multi-case design the researcher incorporated the use of multiple data and
multiple perspectives. Triangulating sources were attained by combining data from
interviews, observations, and written documents. According to Patton (2002), the use of
combining sources of data strengthens a study. Findings from similar studies conducted
by Bensimon and Neumann (1993) and Knudson (1997) on team leadership also enabled
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the researcher to gain multiple perspectives. This form of triangulation was also used in
comparing and contrasting the three liberal arts colleges under investigation. In addition,
the researcher gained different perspectives on the same topic, however, a different
setting (liberal arts colleges) and different questions reflecting the use of a team
leadership approach during a financial crisis situation was implemented (Morse &
Richards, 2002).

According to Merriam (1998), external validity is concerned with the extent that
the findings can be generalized. A multiple-case design can enhance generalizability;
however this was problematic in this study. Although the researcher used a similar
interview protocol to the one conducted by Bensimon and Neumann (1993) and Knudson
(1997), and similar settings and the presidential leadership teams being involved in a
financial crisis, every liberal arts college varies in structure, culture, and presidential
leadership style. Therefore, generalizability is found in the “learning experiences” and in
determining whether a team leadership approach would be more or less effective for
liberal arts college presidents facing a financial crisis at their college.

Trustworthiness of the Study

To develop a sense of trust, it is the responsibility of the researcher to convey to
the readers that proper procedures were followed and that ethical issues were considered.
Throughout this case study, strategies were used to assure trustworthiness. These
strategies included participatory modes of research, peer examination, privacy and
confidentiality, and consent.
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Participatory modes of research
Prior to scheduling the first interview, the researcher reviewed the purpose of the
study and the involvement necessary to each participant. Additional communications
with the participants were made throughout the research study. Each participant was
involved throughout the study and knew what to expect from the interviews and the
observations. Therefore, a safe environment was created for the participants (Merriam,
1998).
Peer examination
Throughout various stages of the case studies, peer examiners provider the researcher
wuth critical feedback on the contents, procedures, and findings. The researcher found
this strategy to be helpful in keeping her on track and honest in regards to any ethical
matters. In addition, after each interview audio tape was transcribed, the researcher and
examiners reviewed the data for interpretation and clarity purposes (Merriam, 1998;
Rossman & Rallis, 2003).

Privacy and Confidentiality

A crucial component to ethical case study research is assuring confidentiality to
the participants. This is done by protecting their identity and names, and holding
information shared in confidence (Rossman & Rallis, 2003). Participation in the study
was voluntary. In order to minimize the risk of participant identification, pseudonyms
were used for all participants and the institution. All information gathered in both the
interviews and observations were kept in confidence by the researcher.
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Consent

Obtaining informed consent from the participants is another crucial ethical
component of research. The purposes of consent are that participants are fully informed
of the purpose of the study; they understand what their participation entails; their consent
is given willingly; and they understand that they can withdrawal from participation at
anytime (Rossman & Rallis, 2003). Prior to the interviews and observations, the
researcher obtained informed consent from the participants. An informed consent form
was drawn up specifically for the president and the administrative team members. The
forms detailed the purpose of the study, methods of obtaining the data, interview and
observation procedures and information, and how the results were used.

Limitations

This study was designed as a multiple case study, and the purposive sampling
decreased the generalizability of the findings (Creswell, 2003; Merriam, 1998). Liberal
arts colleges were the focus of this study. However, each liberal arts college varied in
structure, culture, and presidential leadership style. This study can not be generalized to
all areas of presidential leadership in a liberal arts college setting.

The findings of this study were also interpreted by the researcher. The researcher
interpreted what was seen in the observations and what was heard in the interviews
resulting in a collection of data made in response to personal beliefs and values (Morse &
Richards, 2002). Other readers could interpret the findings differently. In addition, as the
observer, the researcher may have affected the situation being observed in unknown
ways. Participants may have behaved differently because they knew they were being
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observed (Merriam, 1998). Conversely, the observer may have allowed preconceived
impressions of the participants to influence the interpretation of the information being
provided by the participants. For instance, since the participants knew the subject of the
research, they may have told the researcher what they think the researcher wanted to
hear; often referred to as the halo effect (Thomas & Nelson, 2001). Lastly, efforts were
made to minimize the influence of these limitations by triangulating sources, assuring
confidentiality, case reporting using multiple sites, and interviewing and observing at
multiple levels.
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CHAPTER 4

THREE CASES

The focus of this study was on the decisions and behaviors of liberal arts college
presidents utilizing a team leadership style during a financial crisis. The study examined
how leadership teams function, the perceived role of each team member, and the
perceived effectiveness of the team leadership style. In addition, the researcher explored
any similarities and differences in the team’s composition and operation during a
financial crisis situation. The data for the case reports were gathered from documents,
interviews and observations conducted with the college presidents and their senior
administrative team members between July 2005 and November 2005. Following are the
individual case studies of the three liberal arts colleges under investigation. All three
liberal arts colleges were women’s colleges led by female presidents. The names of the
institutions, presidents, and their administrative team members have been changed to
provide anonymity.

Oak College Case Study

The first case study was conducted at Oak College in Massachusetts between July
2005 and October 2005. The researcher obtained data through documents, interviews, and
observation. The documents included a signed consent form and a completed
demographic form from each participant, an organizational chart of the administrative
staff, College admissions literature, and fact information found on the College website.
Two rounds of interviews were conducted individually with the President and each
member of the administrative team, and the researcher also observed one administrative
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team meeting. Ultimately there were seven Direct Reports, although eight Direct Reports
participated in the first interview. Each Direct Report was interviewed separately. Tom,
Dean of Admissions and Financial Aid resigned in July 2005 soon after the first interview
was conducted. Robert, the newly appointed Dean of Admissions and Financial Aid was
interviewed twice. The other remaining participants included: Peter, Executive Assistant
to the President; Jenny, Dean of the College; John, Vice President of Finance and
Business; Devida, Dean of Student Life; Phyllis, Vice President of Institutional
Advancement; and Jeannette, Director of Human Resources.

The first round of interviews was conducted during July and August 2005. All
participants were asked the same questions regarding the financial challenges, how the
team functioned, and the roles of each team member. In September 2005, the researcher
observed a regularly scheduled weekly Direct Report meeting. All team members,
including the President were present. No formal agenda was distributed prior to or at the
meeting. However, items discussed during the meeting included financial and
departmental updates, and preparations for the upcoming Board of Trustees meeting. The
meeting lasted one hour and fifteen minutes. Following the observation, the researcher
scheduled the second round of interviews during September and October 2005. During
the second set of individual interviews, participants were asked a different set of
questions from the first interview, focusing on how the College culture influenced the
financial crisis situation, how the tough decisions were made, and whether there was
consensus among the team on the decisions made. Thus, in total, 17 interviews with the
entire presidential leadership team were conducted with eight people interviewed twice,
and one person interviewed once.
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Oak College

Oak College is a small, four-year private liberal arts college for women located in
Massachusetts. Founded in 1911, the suburban campus is situated on 60 acres of well
maintained and wooded grounds. Originally, Oak College was a post-secondary division
of Abbey Hall School. It was chartered in 1930 as an independent junior college and
authorized to confer Associate’s degrees in 1959. In 1977, the College was authorized to
confer Bachelor’s degrees. With a diverse student population of 376, the mission of the
college is focused on educating women for roles of inclusive leadership and social
responsibility. The premise of inclusive leadership is to encourage many voices to be
heard, many ideas to be shared and many perspectives to be understood. The inclusive
leadership model is applied in both the curricular and co-curricular activities and
emulated by administrators, faculty, students, and staff at Oak College.

The goal of keeping tuition costs at a reasonable level, while providing a quality
education for women is of high priority. According to campus literature. Oak College is
one of the most affordable four-year private colleges in the country. The classroom
environment promotes a collaborative relationship between professors and students
through open discussions and a notable 10-to-l student-to-faculty ratio. Extensive and
required internships provide students with opportunities to develop valuable career skills
and important business contacts. In addition, students graduating from Oak College leave
with a portfolio of their learning accomplishments created in collaboration with their
professors. These portfolios are useful resources for graduates when applying to graduate
school or showcasing their work to prospective employers.
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Currently, Oak College is led by President Gladys Miller and her staff of seven
administrative team members. Hired in July of 1996, Dr. Miller is the institution's ninth
president. Although this is her first presidential position, President Miller has an
extensive background in higher education. Previously she served as Vice Provost at a
small college in the East where she was also a tenured Associate Professor of Sociology.
The Financial Crisis at Oak College: A History of Making More with Less
Since the early 1980’s, Oak College has been plagued with significant financial
difficulties. Specifically, in the last 10 years, the three main financial situations Oak
College has been dealing with are: 1) low enrollment; 2) a large student population
requiring financial aid resulting in limited resources in tuition revenue; and 3) low
endowment. The College made progress in each of the three financial areas over the past
10 years due to the efforts of President Gladys Miller and her administrative team. Yet,
the financial struggle was ongoing. In President Miller’s words:
Our financial crisis is an ongoing crisis that we put ourselves in to try to find other
ways and other models to support higher education other than tuition, room and
board; in other words, other than the direct customer herself. We don’t have a big
endowment so we can’t draw it from there. So how else are we to make our way
on a yearly basis keeping our classes as small as they are, keeping our faculty
student ratio as low as it is, keeping the 60 acre campus as beautiful as it is? It has
all the ingredients of a wealthy private liberal arts college and in fact we are not a
wealthy private liberal arts college. We are trying to give this kind of education to
people who can’t afford to pay the private price tag.
In order to maintain the mission of the College, while also providing a quality
education for women at a reasonable cost, Oak College has to continually be diligent and
creative in generating new revenue. However, many of the financial problems reflect the
financial situation of higher education in general. Regardless, the President and her
administrative team are committed to the mission of the College. Jenny, Dean of the
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College, explained, “Particularly given our mission, there is a financial situation. The
mission is related to making the place work financially so that the students we’re serving
who are not financially secure themselves can get a good education.” Jenny continued:
The challenge is having to on the one hand reduce the deficit. On the other hand,
keep the College a real option for the kinds of students that we feel like we want
to be able to serve and those tend to be students who have very small estimated
family contribution, if any. This whole problem of how do we. being the kind of
place we want to be, how you can afford that when close to ninety percent of our
students are on financial aid, and we don’t have a very big endowment. Rolling
out strategic financial plans for big buildings ten years down the road is not
something we can do. The time table has to be a little shorter. Figuring out how to
do this; how to be creative about it, where to do things like sell some land which
we did, when do you stop that? How do you develop a financial plan that is not
going to be based on tuition, because it’s not going to be based on tuition? That is
the pressing problem.
Oak College has a long history of financial difficulties and making do with few
resources. Major changes and numerous sacrifices were made, and the entire campus
community was committed to saving Oak College from its financial troubles. The
President and her administrative team view the historical financial crises more as
financial challenges. The challenges according to President Miller are “going to be with
us; it’s the nature of the institution.”

The Most Recent Financial Crisis: Faculty and Staff Salaries

The financial crisis the President and her team dealt with most recently had to do
with budgets for personnel. A tight fiscal budget, limited financial resources, and a
commitment to balancing the budget consequently affected planning for salaries. In 20042005, the President and the Direct Reports (DR) could only afford to give faculty and
staff a minuscule 1% or 2% raise. According to Peter, Executive Assistant to the
President, faculty salaries have been extremely low for the past 10 years because of the
budgetary problems plaguing the College (about 30th percentile rank based on American
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Association for University Professors (AAUP) figures). President Miller has been
conscious of the salary crisis situation, and instituted a five-year plan to reach the 50th
(AAUP) percentile rank in salaries by 2007. The five-year plan began in 2002 with
faculty and staff receiving a 3% raise and an additional $800. Peter explained,
“Whenever we think we have some extra money to increase salaries, we try to do that.”
In 2003, due to budget restraints, salary increases stayed at 3%. However, additional
money was given to faculty based on rank. Associate Professors received an additional
$1,000, while Assistant Professors received an additional $2,000. President Miller and
the DR agreed that the Assistant Professors needed the additional $2,000 to get them
closer to the national norm.
However, in 2004, faculty and staff salaries took a backward turn. Faculty and
staff received only a 1% or 2% raise. Salary raises were reduced in 2004 because the
President and the DR were committed to balancing the budget. Peter explained:
Last year all the budgets; capital, debt service, and the operating budget were in
balance for the first time in 16 years, and we finally did it, and that connects to
why the raises weren’t as much because we just had to balance the budget. To do
that we were constraining across the board and one of the areas we felt we had to
do it was in salaries.

Many Direct Reports as well as the President agreed that the most difficult financial crisis
they have had to bare within the last 2 years was to decide whether to increase salaries
more or balance the budget. Peter stated, “The toughest decisions revolve around people.
Meaning, how do you help support the people who are still here with raises, adjustments,
health insurance, and how do you deal with the problem of not being able to do what you
think they deserve because you can't afford it?” Similarly President Miller stated, “Not
being able to give raises at the level I would like to; to reward people monetarily; to bring
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faculty up more quickly to a better salary scale. Those are hard decisions; hard to accept."
John, Vice President of Finance and Business, also explained:
The hardest decisions were always personnel decisions because of the nature of
our business. The largest bogey is personnel. It isn't machinery and equipment,
even the plant doesn't come close to having the cost of personnel. You can't
manage most of your plant costs; they’re uncontrollable. Your controllable are
your variables; your personnel costs. In the past year, year and a half, it has been
“Can we do raises this year?” Should we consider cuts in staff?” The key issue
has been maintaining the quality of the education. I think when you look at
compensation levels at this College versus national averages, you wish you could
be beyond the middle and up near the top, but you can’t be.

Faculty and staff salaries were controllable items in the yearly financial budget
planning process. Unfortunately, the money targeted for salaries had been consistently
thin, and compensation has consistently been below the national average. Nonetheless,
the President and the DR work hard every year to budget salary increases, regardless of
the percentage. According to Jenny, “Salaries are pretty fixed; the salaries are pretty
terrible. There is an issue each year, is there going to be a raise or not.” However, during
the majority of the 2004-2005 academic year, President Miller, the DR, the President’s
Leadership Group (PLG), and the Financial Planning Committee knew it was going to be
challenging to find the revenue to stay on track with the five-year salary increase plan.
Together they needed to resolve this financial crisis quickly.

The Financial Crisis: A Team Approach

To repair the financial crisis of balancing the budget created by low enrollment
and low endowment figures, President Miller applied her proven and preferred style of
leadership. President Miller always utilized and valued a collaborative and team
leadership approach. She relied on the support, knowledge and expertise of her
administrative team, and engaged the entire campus in discussion and dialogue.
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especially the Presidential Leadership Group (PLG) which she established soon after her
arrival in 1996. This was the style of leadership President Miller utilized when she dealt
with many of the previous financial situations that Oak College faced during her tenure.
President Miller’s approach to solving this specific crisis involved engaging three groups
she had long depended on for assistance and feedback - - the Direct Report Group,
Presidential Leadership Group, and the Financial Planning Committee. Before describing
the process she and her team took to address the faculty salary crisis, it is important to
introduce each of the groups involved in the decision-making.

Direct Reports
When President Miller arrived on campus in the summer of 1996, she brought
with her a respected colleague, Peter, who she hired to be Executive Assistant to the
President. Together, President Miller and Peter, along with senior administrators from the
previous administration were responsible to manage Oak College. These administrators
included Deans, Directors, and Vice Presidents and became President Miller’s Direct
Reports (DR). Throughout her presidency, members of her administrative team or Direct
Reports have fluctuated. Peter’s responsibilities varied over the years. His main
responsibilities were planning and budgeting. In addition, Peter oversaw media and
publications as well as supervised some of the special programs and events on campus.

As previously mentioned, President Miller referred to her administrative team
members as Direct Reports (DR). (Throughout this case report, Direct Reports will be
referred to as DR although plural.) The most senior or tenured DR was Jenny. Jenny had
been at Oak College for 22 years. Initially, Jenny was on the faculty and taught courses in
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the Psychology Department. In 1999, Jenny was appointed Dean of the Faculty. She
oversaw the curriculum, faculty, library, child study center, and career services.

Devida. the DR with the next most tenure, had been at Oak College for the past
five years. Her title was Dean of Student Life and her main responsibility was cocurricular learning and student support. Next in longevity was Jeannette, Director of
Human Resources. Jeannette had been in her position for four and a half years, and was
responsible for employee relations, compensation, recruitment and benefits.

Two members of the team, John and Phyllis, were first hired as consultants to the
President. John, Vice President of Finance and Business, had a strong financial business
background and limited higher education experience. John, who had been at the College
for three and a half years, worked closely with Peter on the financial operations of the
College, and was in charge of the finances and operations of the physical facilities.
Phyllis, Vice President of Institutional Advancement, also had limited experience in
higher education. She had only been in her position for one year, but at the College for
four years as a consultant and then as an Interim Vice President for Institutional
Advancement. Her main responsibilities included fundraising, public relations, and
alumnae relations.

During the data collection phase of this study, there was a turnover in the DR
position of Dean of Admissions and Financial Aid. Brian, who held the position for five
years, was leaving the College for personal reasons. The researcher interviewed Brian
once, but he resigned prior to the observation and the second interview phase.
Fortunately, the researcher interviewed Robert, who filled the position, twice during his
short two month tenure. Based on his and other team members’ responses to the
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interview questions, it was evident that Robert was having a smooth transition into the
College and the administrative team.
Although the players involved in this administrative team have changed over the
past nine years, many of these DR had played and continue to play a vital role in the
financial turnaround. The President and team members were committed to the overall
mission of inclusive leadership. Devida expressed, “I think the key for all of us is that we
all buy into the President’s vision.” President Miller was excited and confident about the
team she had created and believed “we have the best group we have ever had,
individually and collectively.”
Since 1996, DR worked both independently and in small groups with the
President. However, in 2002, President Miller instituted weekly DR meetings to help
improve the communication system. The purposes of the meetings were to share
information, discuss and debate issues, and problem solve. Financial issues were often on
the agenda. According to Jenny:
The DR meetings didn’t start until two or three years ago and that was really a
natural evolution of our all feeling like we were having too many conversations
out here. I learned that getting everybody together in the room at the same time is
just terrific. It’s efficient, it keeps people from saying one thing to one person and
another thing to another and it makes us all responsible to each other.

These weekly meetings were also where members of DR would say the informal team
training takes place. The main responsibilities of the DR were to oversee the total
operations of the College, to design and implement a financial model and strategies that
would address current financial challenges in the context of its mission, and to bring the
College back to a financially-balanced condition. President Miller valued a team
leadership approach. President Miller asserted:
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We are all in it together. It is really helpful for weathering any kind of challenge,
and the candidness with which information good or bad can be shared that is sort
of a platform for sharing information. I guess the operating principle is if you
want to invite people in you need to invite people in to help make decisions, they
have to have the same information you have, otherwise their opinions, they are
not as valuable.

Therefore, the Direct Report group had a history of working together on financial crisis
situations when it came time to tackle the 2004 faculty salary budget decision.

Presidential Leadership Group

In addition to her team of Direct Reports, President Miller established a
President’s Leadership Group (PLG) soon after she arrived at Oak College. The PLG was
a larger group of about 25 faculty and middle management level staff members of cross
representation who met with the President weekly to discuss campus and financial issues
and challenges. According to Devida, Dean of Student Life, “all of that information is
recorded and minutes of PLG meetings go to all faculty and staff, not all members of the
community, but all faculty and staff get copies of PLG minutes.” Thus, the PLG was
another group in place that gave the President access to feedback - in this case favoring
middle management.

Financial Planning Committee

President Miller also established a Financial Planning Committee during her first
year at Oak College. Peter, Executive Assistant to the President, chaired the committee of
eight. Members included Directors of various departments on campus, two faculty
members, and John, Vice President of Finance and Business. Although not a committee
member. President Miller often attended the bi-monthly or as needed meetings. This
committee was formed as part of the Committee for College Direction, and was well
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informed of the financial status of the College. Their main responsibility was to address
budgetary issues. Open communication and community involvement were two major
elements that President Miller emphasized since her first day on campus. These two
specific groups, the PLG and the Financial Planning Committee were examples of how
she demonstrated these elements. President Miller proclaimed, “The goal is to expand
that boundary of information and communication and awareness.”

The 2004 Faculty Salaries Decision: How it was made

In overall budgetary issues, planning generally occurred in a three-step process.
First a subgroup of DR members including the President, Executive Assistant to the
President and Vice President of Finance and Business met to draft a financial model.
Next, this subgroup presented the data and budget projections for each department to the
entire DR group for discussion. Each of the DR were expected to review the information
and be prepared for further discussion at the next meeting. The final stage of the planning
process involved debating and decision-making. The budget planning process occurred
annually. Peter explained the process in more detail.
The data are presented at the DR meetings and so that everybody knows about it,
but most of the work going on is between John and I, occasionally Jenny because
of the academic portion and President Miller, of course, but the details are usually
that subgroup, and then we’ll come and talk with the DR. Then they need to go
back, look at it very carefully, and they’ll come back and say, ‘I don’t have
enough money for this or that,’ and then depending on what the situation is, they
don’t get any more money or maybe there’ll be an adjustment made and that is an
intergroup process. It’ll go back and forth and back and forth.

The process of discussing salaries began in January 2004. Although the process
was conducted similarly every year, the situation became more challenging in the spring
of 2004 because President Miller and the DR were committed to balancing the budget
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and money was tight that year. Constraints were made across the board, yet salaries were
hit the hardest. Initially, the President and the DR were involved in the preliminary
budgetary discussions. These discussions involved information sharing on enrollment
figures, operating expenses, and revenue generating resources. Next, the PLG and the
Financial Planning Committee were brought into the discussions. Finally, the information
was shared with the rest of the campus community. Peter explained:
The process starts around January when we get a sense of what things are looking
like. The discussion continues within the DR and there's a lot of transparency in
our budget process. We tell people what our problems are. We talk about it at the
Financial Planning Committee; we talk about it at community meetings. Gladys
makes presentations. People have known for years what our situation is. If we’re
anticipating a difficult time, we tell people that. With salaries we start thinking
about this seriously in late spring because a lot of it revolves around what the
enrollment is going to be, and we really don’t know what the enrollment is going
to be until the end of August.

Utilizing a team leadership approach was a common practice for President Miller since
the first day she took the position, and it was the approach she took when dealing with the
most recent financial crisis involving the deferral of faculty and staff raises. It was
important to President Miller to gather data and information from various constituencies,
and listen to them in multiple forums, before a final decision was made. However, it was
her immediate DR that she relied on the most to help her make the final decisions.
President Miller stated, “I need to feel people's opinions in addition to the facts, and the
diversity of the team really, they see the system differently.”

The preliminary decision regarding salary increases was based on the five-year
model created by Peter, Executive Assistant to the President, with consultation with John,
Vice President of Finance and Business and President Miller. The five-year model was
first implemented in 2002. Peter explained, “I’ve got a projection of about five or six

years out, and we build into the model a 3% salary raise. Every year our assumption stalls
with everyone’s getting 3% salary raise next year. Then we follow and monitor what’s
happening with the enrollment and expenses." However, in 2004 a difficult decision
needed to be made if the President and the DR were committed to achieving the first
balanced budget in 16 years. The 3% assumed salary raise was in jeopardy.

In January 2004, the President and the DR began initial discussions regarding
faculty and salary raises. Meetings continued throughout the spring and summer of 2004.
Other campus constituencies, including the PLG and the Financial Planning Committee,
were invited by the President to discuss and debate possible alternatives to sustain the
salary projection model created by Peter and John. After reviewing expenses, enrollment
figures, and the need to meet the expected balanced budget projection, the possibility of
raising salaries grew' dim. Consensus w'as reached through discussion with all
constituents that the model had to be adjusted in order to balance the operating budget.
President Miller explained:
We agonize, “Can we do this? Can we do that?” and sometimes we don’t make
the decision right there at the table with words, but information is speaking to us.
A day or tw;o later it’s clear; nobody has come up with any alternatives, and then
we meet again and push it forward. When its unpleasant stuff like reducing
salaries, people do struggle to try to find alternatives. There comes a point where
you run out of alternatives and you run out of time, and everybody is aw'are of
that.

Prior to summer break, President Miller conducted a campus-wide meeting to
inform all constituencies of the financial status of the College. The President explained
how and why the finances were tight and that there was no guarantee that faculty and
staff would receive their projected salary increases. President Miller forewarned faculty
and staff and told them that she would inform them of the final decision when they
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returned in September. Additionally, during the spring of 2004, Jenny. Dean of the
College, sent her annual letter stating that the projected salary increase for the upcoming
academic year would be 3% assuming the budget was on track and approved by the
Board of Trustees at their annual September meeting.

The Financial Crisis: Final Decision and Outcomes

After numerous meetings, discussions, and debates between the President, DR,
PLG, and the Financial Planning Committee; the President and the DR made the final
decision to give faculty and staff only 1% or 2% raise in August of 2004. More
specifically, they agreed that faculty and staff with salaries $60,000 or more would
receive only a 1% raise, and faculty and staff with salaries below $60,000 would receive
2% raises. According to Peter, the reason for the differentiation was to “try to be
distributive and more equitable.” Peter stated, “We reduced the total and we divided it up
in a way that certain people got less than other people did.”

The official announcement to the faculty came in September 2004. President
Miller conducted a community meeting where she laid out the whole budget. She stated,
“Here’s where we are. Here’s what the revenue looks like. Here’s what the expenses look
like.” After explaining the entire budget situation, she informed the campus community
of the percent raises for the year. The reduction in salaries also created another dilemma
for the President and the DR. Reducing salaries also meant that it would delay the goal of
reaching the 50lh national (AAUP) percentile for faculty salaries. Peter explained:
The problem obviously is that all the other schools are raising their salaries at the
same time so you not only have to make up where you are, but you also have to
make up the fact that other schools are going up at the same time and they're
starting with a bigger base.
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It was important to the President to remain transparent throughout the entire
decision-making process. She presented detailed information about the severity of the
financial crisis to help the campus community understand, and also to gain their support
in resolving the crisis. Peter, Executive Assistant to the President, stated:
One of the things President Miller tries to do is be very open and very transparent.
What she has done from the very beginning to help develop a culture that would
be supportive, but also informed, was to put out a lot of information about what
really was happening financially. I think that helped the folks in the culture to
understand and believe that they were being told the truth, and to understand that
when there were requests for sacrifices, they were coming from the right place
and we were really all in it together.

While faculty and staff were discouraged by the reduction in salaries, morale
issues were minimal. Peter stated:
I think faculty morale has been okay. The reason why is mainly because of the
transparency of the process right from the day Gladys and the DR started this
many years ago. We tell them what the problem is. We suggest how we are going
to try to resolve it, but we’ve kept them informed. That has helped and the fact
when things do get a little better we try to bounce back and come up with the 3%
plus a little more when possible.

Functionally, President Miller relied on the expertise of her team to provide her
with detailed and researched data and information. She also involved her team in the
strategic planning phase, and consulted them throughout the decision-making process. To
illustrate the team's involvement, the budgetary process was observed by the researcher
at a DR meeting in September 2005. Peter distributed and presented the budgetary figures
to each member of the DR. Unfortunately, they were $193,000 over budget and
immediate action was necessary. The Board of Trustees meeting was two weeks away
and the DR needed to somehow balance the budget. The cause for the shortfall was due
to enrollment. Oak College was nine to eleven students shy of the projected numbers.
Peter asked each of his colleagues to look at their budgets to see where they could make
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cuts. The observed process for making cuts was extremely collegial. Immediately, DR
offered to make cuts in their specific areas and give money back. It was apparent to the
researcher that the best interest of the College was of significant importance to everyone.
They wanted to save it and help it grow.
Improvements in the budget were evident and significant progress had been made.
President Miller was proud to proclaim that this year Oak College “will balance the
operating capital and debt service budgets for the first time in 16 years.” Cautiously,
however, she continued, “That is progress, but is it over? Do I take that for granted? Not
for a second.” Jenny agreed, “I would say that we made significant progress. We're still
not exactly where we need to be, but it’s pretty amazing that we're where we are.”

President Miller believed it took smart people to strategize and find solutions to
challenging situations. She also believed you need people who value the core
undergraduate business to be motivated to find these solutions, which was what she
believed she had at Oak College. The future of Oak College looks promising, and the
President and her DR’s are optimistic about the continuous forward progress they have
made towards improving the financial situation of the institution. In sum, President Miller
explained:
People who come to work here understand that they are not coming to work for a
wealthy institution even though we look wealthy and we may have been wealthy
at some point in the past. I think it’s important that employees come knowing the
challenges that we face and in fact feel excited about being part of that.

Analysis of Team Functions

The effectiveness of how a presidential team functions can impact the usefulness
of a team leadership style. To fully understand and interpret the meaningfulness of the
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team leadership style utilized at Oak College, it was important to analyze how the team
functioned. In the following section, the researcher analyzes: 1) the utilitarian, expressive
and cognitive functions of the team; 2) the perceptions of the President and the team
members regarding team roles; and 3) how the liberal arts college environment and the
women's college setting affected how the team functioned during financial crisis.

Utilitarian, Expressive, and Cognitive Functions
After researching the operations of the presidential team at Oak College during a
financial crisis, it was evident that the team utilized the utilitarian, expressive, and
cognitive functions throughout the decision-making process. Functioning utilitarian
means the team, formal in structure, works effectively together to help the President solve
problems and maintain control over institutional operations. The team approach is useful
throughout its involvement in information sharing, coordinating and planning, and
making decisions. When a team utilizes the expressive function it means that the team
reinforces a sense of connectedness among team members, provides guidance and advice
to the President, and is mutually supportive and collaborative in achieving institutional
goals. A team that utilizes a cognitive function expands the intelligence of each team
member by using multiple perspectives when viewing problems. The team also explores
and debates all options in the decision-making process, and enables the team to function
as a creative and corrective system (Bensimon & Neumann, 1993).
Utilitarian Function

In the Oak College case the utilitarian functioning of the team can be illustrated in
two ways. The first illustration of utilitarian functioning related to the team’s
effectiveness in working collaboratively during strategizing and problem solving phases,
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especially during financial crises situations. This team approach was applied in various
settings and with various team members. According to Robert, “President Miller sets the
tone of collaboration of working in a team.” and the environment she has established “is a
very collaborative cross-boundary kind of environment.”

There were very tangible products and outcomes that resulted from such
collaborative meetings. For example, besides their weekly DR meetings, members of the
DR also met in pairs and small groups during the data collection and strategizing phases
of the financial crisis. Peter, who was responsible for forecasting and John who was
responsible for budget projections were the two who met most often throughout 2004.
The two of them worked closely with the budget to see where cuts needed to be made and
analyzed revenue figures in hopes of balancing the budget. Peter stated, “We do a lot of
meeting together, working on problems that we would then hopefully bring solutions to
her.”

In addition, constantly sharing information with one another proved to be valuable
in the team’s efforts to strategize, problem solve, and make rational decisions. Robert
explained, “It’s rather amazing how much information gets shared at the DR level. In
terms of cross-functional silo dialogue, it’s really quite amazing because it’s so frequent.”
John agreed, “Rarely does the President’s group delve into what I would call trivial
matters. Now if it has over-reaching aspects, we share it in the DR, and to be honest with
you, we share an awful lot of things, including frustration (laugh) in life.” Structurally,
the small size of the campus also helped with the sharing of information. John explained,
“The Direct Reports are down the hallway. We are constantly in each other’s offices.”
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According to President Miller, the team leadership approach used here allowed
her to obtain valuable information from many people before making a decision. For
example, when the decision was made to reduce faculty and staff raises, President Miller
asked the DR to research the affects from their specific areas as well as gather
information from their staff members before they made a decision. The final decision
made by the President and the DR was a result of numerous debates and discussion with
many campus constituencies. In other words, she actually used her team to make
decisions. They had a very practical as opposed to theoretical or symbolic purpose.

A second illustration of utilitarian functioning involved the utility of the collective
decision-making process for gathering diverse viewpoints and getting people to
understand why a certain decision had to be made. President Miller expected the DR to
not only provide her with detailed information from within their specific areas, but she
also expected them to voice their opinions. According to Robert, “More people at the
table with more different viewpoints generate more options for possible solutions.”

Rarely was a decision made unilaterally, and this helped bring people on-board,
even if slowly. Jenny proclaimed, “This President would never make a decision about a
serious financial situation where we haven’t all talked about it for some time.” Peter also
explained, “It is a collaborative process. The DR’s and the President hash out pros, cons,
get more research on the subject, argue back and forth, and try other models. We know
our part is to bring her the best information, and give her the best arguments.” Similarly,
President Miller concurred:
It’s a multi-step process where it is not just ‘Give me your opinion.’ ‘Go find this
out’ or ‘What are the ramifications of that?’ or ‘Run it by these people.’ They do a
lot of the work in collecting the information even in taking the pulse of the larger
community; stuff that I could never know.
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The Direct Reports supported team involvement in the decision-making process.
Jeannette explained, “We truly do work together, and it is a true process. It is not a false
process, and I do believe the President listens carefully to what the DR have to say, and
takes them into account.” Jeannette continued:
Typically, we’ll make decisions as a group rather than just individually, and it’s a
longer process, but in the long run it works very well and people feel included. In
our institution all of the leadership people need to put a buy in and we don’t
always have to agree 100%, but everyone’s input is important.

From Peter’s perspective, the collective decision-making process was more useful in the
implementation phase of the decision. He stated, “We reach a point where people feel
that they are on board and back the decision.” Thus, the team effectively utilized its
utilitarian function by both collecting data to make better decisions and by utilizing the
process to make community members feel included.

Conversely, if a team is not functioning in a utilitarian way, its use will be more
symbolic than practical. If a President does not fully use team members to help make her
decisions, the team can be limited in its value and use to a leader. If all team members do
not understand and enact their appropriate roles and act in ways to move the best decision
forward, the time it takes to collect feedback can be crippling to an institution. Likewise,
when presidential decisions are considered to be unilateral, they are less likely to be
immediately accepted by faculty and staff.

This is not to say that making critical decisions through a team leadership
approach comes without drawbacks. Specifically in the Oak College case, some team
members, as well as the President, indicated that utilizing a collective decision-making
process does have drawbacks. Yet, they were also quick to acknowledge that what may
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be perceived as a drawback was worthwhile in the long run. President Miller explained
that “there is a lot of dollars that sit around agonizing collaboratively that could have
been doing other things, but it’s still worth it.” Devida agreed, “Process takes a long time,
and Gladys says to me all the time, ‘It’s messy.’” In concert, John explained,
“Participative management takes time, it also takes patience. It also takes a willingness to
back one’s ego off. That’s not necessarily true in the business world; very often
businesses are ego driven at all levels.” Jenny agreed. “It does take more time than just
having one person, the President, or whatever, make the decision and do it, but in terms
of the best decision, it definitely is. Robert, however, made an interesting point. He said,
“It begs the question why go through the process if she can make the decisions, and the
answer to that is building this culture so whether it is 10% of the time or 40% of the time
or 60% of the time, she is getting a different solution or reaching a different decision
because of the process.” In sum, the entire team agreed that collective decision-making
was time consuming, but worth it. In other words, it was working and serving decision¬
making well.

As such, this team successfully enacted its utilitarian function. These current
members of the Direct Reports worked collaboratively and effectively to assist the
President in problem solving. Notably, the utilitarian function worked well in part
because of the collegial environment created by its leader, which in turn reinforced the
connectedness and the mutual supportiveness the team shared through the expressive
function.
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Expressive Function

The expressive element of Oak College’s team functioning was evident in two
ways. The first way was by the mutual respect and appreciation the team felt for one
another regardless of seniority. According to Phyllis, “I think the thing that works the
best here is mutual respect. People trust each other. They don’t try to second guess each
other. They don’t try to stab each other in the back. I think they really do work together
well and that helps a lot.” Jenny, who saw DR come and go throughout her many years at
the College, also highlighted the respect and support the members had for one another. “I
think the current team is a team in which each person is very effective. We like each
other and I think we respect each other a lot.”

At Oak College, the seniority level of the DR ranged from two months to 22
years, although not all those years had been at the administrative level. Nevertheless, this
team respected the perspectives of both the veterans and the newer team members. John
explained, “I don’t know whether it’s a complement of the individuals or that luck has
shined on us, but I don’t see any of that old guard versus new face problem here. It didn’t
happen with me, and if anything, I’ve relied on Jenny for old case information.” President
Miller shared:
I think they all share the quality of looking forward. Everyone respects Jenny’s
historical memory of what was going on 10, 15, 20 years ago. We’ve changed so
much that in some ways it’s interesting to have that perspective. Every time a new
member joins the team, I’m amazed at how quick the time is of integration into
the team both socially and more importantly professionally. If we hire right, that’s
what should happen.
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Jenny stated:
The best things happen if you’re able to have a team of new and old to move
forward because you’ve got the old people who can interpret to the rest of the
community, and you have the new people who can help the old people kind of
move along. In an ideal world that's the best kind of team.
Creating a team of old and new members was beneficial. Robert, the newest member of
the team stated. “I think one of the advantages of bringing in new people from time to
time is you reduce the potential of groupthink.” The mutual respect and appreciation each
team member had for one another were critical, especially throughout the entire financial
turnaround.
The second way the expressive function was evident was how the social structure
of the team reinforced a collaborative and supportive system. The social interaction
between team members was promoted by President Miller’s collaborative and
participatory leadership style. The atmosphere that President Miller created fostered
congeniality. Jeannette explained, “Gladys sets a wonderful tone in terms of just the w^ay
she interacts with people; an all encompassing kind of style and of inclusively, and it
works well for the group.” Devida also stated, “In terms of the style of management
Gladys has, it’s very conducive to making everyone feel like they’re an important part of
the process; an integral part of the process, but very much a part of the process.” Jenny
also stated, “We’re all committed to moving ahead, and I think one of the things that we
all do is recommend, recognize, and acknowledge each other’s expertise.”

The sentiments regarding the social structure of the team were unanimous.
President Miller stated, “We see each other as a support group in a professional sense,
and there is not a reluctance to share what is going on in your area. Not a sense that I
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have to be perfect." John explained, "We truly view each other as a team, and when
somebody’s got a problem, we really kind of rally around and jump in and say, ‘Okay,
what can we do to solve this problem?’ I never feel alone.” Additionally, President Miller
proclaimed that one of the reasons this team worked so well together was their sense of
humor. "We laugh sometimes a lot. We shout a lot sometimes too, but laughing at
ourselves and allowing some of that is also good and healthy.” She continued, “When we
are all together in a group the communication is sometimes insane, sometimes funny. It’s
not linear that’s for sure.” Although not formal in structure, and more unconsciously in
nature, team training was occurring among the DR.

The team leadership approach worked at Oak College largely because it was
utilized to add value to the decision-making process and products. However, the
expressive function of the team created an environment conducive to collaborative
decision-making. There was a high level of mutual respect between the President and the
administrative team that facilitated the success of this team leadership approach.

Cognitive Function

The cognitive function of the team was illustrated in three ways. The first
illustration of the cognitive function revolved around the ability of the President and the
DR to view the financial hardship and other institutional problems from multiple
perspectives. Although some of the members of the presidential team had changed since
President Miller accepted the position nine years ago, the present team believed they
operated as a solid thinking team. The President and the Direct Reports brought to the
team an extensive amount of knowledge, experience, and expertise. Communicating,
whether by listening or talking, allowed the team to analyze problems from a multitude of
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perspectives, and viewing different perspectives helped the team make better decisions.
According to Devida, “I would say what continues to work well is just our ability to talk
to each other.” Jenny also stated, “We communicate very well and in a variety of ways,
and we don't always agree.” She continued, “People bring slightly different areas of
knowledge and experiences to the table, and I think you just end up with a better
decision. I think we are all comfortable with the process.” The DR team understood and
invited the views and perspectives of others. Robert stated, “More people at the table with
more different viewpoints generate more options for possible solutions.”

The second illustration of the cognitive function revolved around the ability of the
President and the DR to challenge and debate one another in a healthy and safe
environment. When a solution or decision impacted a DR’s specific area or more
importantly, when a solution or decision affected the overall mission of the College,
members of the team felt comfortable challenging and debating their colleagues. Devida
explained, “I don’t always agree with them. I’m sure they don’t always agree with me,
but we’re able to talk about our disagreements and walk out on the other side, and I think
the key for all of us is that we all buy into Gladys’s vision.” Similarly, President Miller
stated, “Nobody’s holding back or being retentive. There can be anger and fierceness
around the table but, they’re communicating; there’s no question about that.” John agreed
that the environment was safe to speak. He stated, “Nobody gets laughed down. I mean if
I come up with something that is absolutely stupid, nobody falls out of their chair
laughing on the floor.” The collegial environment was credited to President Miller’s
commitment to transparency and team involvement. Brian mentioned,
I think it is the ability to speak freely, and trust each other’s competence. We all
know each other’s strengths and we all know each other’s weaknesses. We accept
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those weaknesses and understand and respect the strengths, and that is something
Gladys has developed.
During the observation in September of 2005, the researcher observed the
collegial and safe environment created by President Miller. Without any formal structure,
yet in a respectful manner, team members constantly discussed, debated, challenged, and
compromised on many topics discussed, especially discussions that involved the budget.

The third illustration of the cognitive function was prevalent in the way in which
the President felt the team process made her smarter and better at her job. At Oak
College, the Direct Reports operated as an effective feedback system to the President.
Peter mentioned, “An intelligent group and an informed group would give and take, and
would bring forward more arguments, more pros, cons, possible solutions than the
individual sitting meditating and doing the pro con stuff in his or her head.” He described
President Miller as one who “solicits; she asks, ‘What do you think?’ and encourages
people to speak their mind.” President Miller also explained the importance of soliciting
feedback from her DR. She stated:
I really like to know why people disagree. If John questions it, well, let me hear
why, because I don’t think like a VP of Finances, I don’t think like a Dean of
Students, and I shouldn’t. But if I can hear and really understand and press them
to explain it to me, and then I still feel strongly and or even 51% about it then,
boy, I feel better about that.

Peter believed that the President “is influenced by the discussion. She is influenced by the
group process.”
Throughout the financial hardships, the presidential team at Oak College utilized
the utilitarian, expressive, and cognitive functions effectively. Collectively, the President
and her administrative team: 1) worked collaboratively during strategizing and problem
solving phases; 2) utilized a collective decision-making process for gathering diverse
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viewpoints to help people understand why certain decisions were made; 3) mutually
respected one another; 4) established a social structure that reinforced a collaborative and
supportive system; 5) had the ability to view problems from multiple perspectives; 6) had
the ability to challenge and debate each other in a healthy and safe environment; and 7)
operated as a valuable feedback system. Overall, the team leadership style implemented
by President Miller was effective. The turnaround that took place at Oak College was
remarkable, and President Miller and the DR had reasons to be optimistic about the
financial future of the College.

Perceptions of Team Roles
While researching the team leadership style utilized by President Miller, specific
themes were apparent in the team member’s perceptions of their roles. First, all team
members expected that they and their colleagues would wear multiple hats and play
multiple roles. For example, John explained the roles of the DR. He stated, “We all have
multiple roles that we serve, and that’s true below us too. We all know that we’re wearing
a number of hats, and that’s just the nature of the beast. We run a very tight ship here in
terms of staff.” Additionally, Peter compared his position to that of a “utility infielder.” “I
have a lot of different roles.”

Second, all team members expected to collaborate and chip in to help each other
whenever needed. Although individual or group tasks were assigned by the President, it
was individual team members who volunteered to assist another DR. Jeannette explained,
“We could be assigned a different role depending on what the nature of the business is
that's going on. I would say that Gladys expects flexibility, and nobody wants to get
stuck with one area so she will ask two of us to maybe work together on something if it
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requires more than one thought.” During the observation, the researcher also noted two
incidents when team members volunteered to help another team member with a project.
Specifically, Devida mentioned that she would be happy to work with Phyllis on
upcoming Alumni Weekend events. The DR also told John that he could rely on them to
initiate and implement cost-cutting measures throughout their departments.
The teamwork displayed by the DR and the mission of inclusion spread
throughout the institution. John explained,
It is really the open book style and that allows for a real matrix to occur in the
way things happen around here. It is not just top down or bottom up; it is cross
divisional as well. What happens at the DR level is replicated by the fact that
people watch what happens and they do what we do. There is nothing better in
terms of training people than to set the model and to live the model so that people
learn from your experiences.
Yet, team training both at the DR level and beyond was implicit.
Third, team members all perceived themselves in a relationship with their
President, and perceived her as a strong leader within that relationship. As Executive
Assistant to the President, Peter’s relationship with the President was critical. According
to Peter, part of his role “is to protect the President.” In addition, Peter understood his
other roles. He explained, “There has to be access to the President. Different viewpoints
have to be heard and I sort that out reasonably well.” Similarly, John explained:
When it comes to finances, Gladys is not a technical expert. It’s not her field. She
looks to me and my comptroller to provide her with the information she needs in
large globs of color on the canvas. She’s not looking for me to point out the little
color variations. That’s my job. She relies upon me to run a red flag up when
something is going haywire.
Devida also stated, “The President has a clear idea of where she wants Oak College to be
and what our position should be and we’re all working in our own ways to try to get us
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there.” In general, the perceived relationships between the President and the DR were
strong. Brian explained, “I think that the President has developed a team that she trusts,
and I think that trust; basically she let's people do their jobs.”
President Miller also spoke about team roles, including her own. Besides
executing their position responsibilities, she expected the team to work together. She
stated, “It is each DR responsibility to build on communications and to share
information.” In regards to her role on the team, she viewed herself as the person
responsible to see the whole picture. She stated, “It’s the President's job to have the most
macro level view; that is my responsibility. The classic example is that I think about the
law suits. I try to think of what’s good for the College, and most of the time it overlaps
with what’s good for the individual student or the individual faculty person.”
Additionally, President Miller emphasized the importance of expressing her optimism.
She explained, “There is an emotional piece of which I’m optimistic. I have great faith in
them, and that needs to be transmitted necessarily in my role; ‘Let’s all pull this together.
We can do this.’”
Clearly strong working relationships were needed between a President and her
team members to successfully lead a college in a financial turnaround. Contributing
factors in this team’s ability to tackle many of the problems and financial challenges
faced over the years were their understanding and willingness to play multiple roles and
to help each other through these difficult financial times. In sum, after observing the
teamwork and after listening to team member share their impressions of the institution,
the challenging financial situations, and the leadership style utilized by the President, the
future continues to look bright for Oak College.

150

Influence of Liberal Arts College and Women's College Setting on Team Function

Since the institution opened its doors in 1911. Oak College has been a small
liberal arts college for women. The type of setting and an all female student population
may have been contributing factors that influenced President Miller’s use of a team
leadership approach. More specifically, the three potential contributing factors that
influenced the functions of the team leadership approach included: 1) the institutional
size and how it facilitated an intimate environment for decision-making; 2) the collegial
environment of a liberal arts college setting and the role of faculty in the information
sharing and decision-making process; and 3) the women's college context.

The first factor regarding the institutional size and how it facilitated an intimate
environment for decision-making really resonated with the President and the team
members. According to Jenny, the small size of the institution really influenced
implementation of an inclusive or collaborative leadership style. Jenny described the
climate at Oak College as a “very small institution; we’re a relatively flat, nonhierarchical structure.” She suspected that “at a larger place, even if you had the
philosophy the President has, it’s a lot harder to be so open about communications just
for practical reasons. I think this kind of model is an easier fit for a smaller place because
in terms of timeliness; it’s pretty hard, it’s like a town meeting.” Robert concurred, “Size
of the institution does make a difference. I do think small colleges have, by their nature,
faculty who wear more hats and are closer to the decision piece, and less off doing their
own thing.”
In addition, President Miller acknowledged that the size of the institution can
make a difference. She stated, “In a small community everybody can do so much face to
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face, and crossing boundaries is easier. I know it’s harder in a larger bureaucratic
structure. It's harder to build a more lateral organization.” This small community helped
the President keep the college community well-informed and well-involved. Of the nearly
200 full-time and part-time faculty and staff employed at Oak College, approximately 25
were members of the Presidential Leadership Group (PLG). Involving 12.5% of all the
employees directly in the decision-making process spoke volumes to President Miller's
commitment to inclusive leadership and transparency. Other constituencies were also
informed and involved in many of the operations of the institution. Besides her weekly
meetings with the PLG and DR, President Miller attended faculty meetings, which gave
her an opportunity to listen to the community as well, and involved them in the decision¬
making process. Devida agreed:
Gladys has always been very up front with all groups. Be it PLG or DR or in
general with faculty. She attends the faculty meetings, and gives a report about
such things as our financial challenges, our challenges in attracting students, our
retention challenges, and seeks input from them and answers any questions.

The second factor that potentially influenced the functions of a team leadership
approach was the collegial environment of a liberal arts college setting and the role of
faculty in the information sharing and decision-making process. The collegial culture
found at most liberal arts colleges entices faculty to perceive the President as the first
among equals, and often expect and feel entitled to participate in decision-making. This
was evident at Oak College. According to Phyllis, “The strength of Oak College is that
people can at least feel that they have been heard. It’s a pretty open process.” This
inclusiveness was how the President and the community regularly functioned. Devida
claimed, “It's a natural flow. For the most part, there are no hidden agendas. Constituents
knew what was going on at the College. You could without a doubt ask any one of my
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staff members ‘How much do you know about the finances of Oak College?’ and they
could give you a pretty good summation.” Devida continued:
Faculty certainly feels as if they're in the loop in terms of communication, and I
feel as though the faculty play a key role in helping us with our financial recovery
as well as helping us with recruitment and retention. I feel it is truly collaborative.
It’s not them dictating or them feeling that they're entitled in not having their
budgets cut. They’re very cooperative in working out solutions.

Conversely, Jenny agreed that the faculty played an important role, and the
President kept the faculty abreast of institutional matters. However, her opinion of the
involvement of the faculty was somewhat submissive. Jenny believed that:
The current culture is the culture that she’s had a pretty significant impact upon.
And Gladys has made it very clear that being open about communication was
important. Now from my perspective what that presumes is that people will have
to work a little harder. That means if you’ve got the information, then you need to
be willing to read it and have some kind of reaction to it, and I don’t see that so
much with faculty. They got all the information. I don’t think they’ve read it.
They like coming to meetings and have her tell them what the deal is. I was
faculty and then I moved over to the DR status, so I saw both sides.

All the members of the team agreed that a collaborative leadership style was more
conducive in a small versus a large college environment. In short, Robert’s impression
was that “Liberal arts colleges have a more collaborative culture,” and “collaboration is
defined as a productive working scenario where people are pulling together to solve
problems. Liberal arts by definition encourage that,” and in his short tenure he had
witnessed that collaborative culture.

The third factor that may have influenced the functions of a team leadership
approach related to the women’s college context. As stated in the mission of the College,
the focus was on educating women for roles of inclusive leadership and social

responsibility, and President Miller led the way with her inclusive leadership model.
According to Robert:
The most exciting thing about Oak College is admission. We’re not worried about
prestige and we're not worried about SAT scores. We know that we have a
wonderful institution that can really help some women, not all women, but there
are women out there that can benefit from this inclusive leadership, social
responsibility in this fine establishment that we're more concerned about your
potential than your past experience.
The all-female student population embraced the inclusive leadership model, which like a
team leadership approach, encourages the voices, ideas, and perspectives of many.

The functions of a team leadership approach worked successfully at Oak College
and some of the influential factors may be directed towards the institutional size, the
liberal arts college setting, and the women’s college context. The small and collegial
environment invited all constituents to be involved in the decision-making process, which
proved to be beneficial in the College’s struggle through many difficult financial times.

Summary

To summarize, Oak College had been dealing with financial crises for many
years. The three major contributors to the financial crises were: 1) low endowment; 2)
declining enrollment; and 3) half the student population eligible for financial grants
limiting the resources in tuition revenue. However, the most recent financial crisis
occurred between 2004 and 2005 when salaries were deferred for both faculty and staff.
President Miller and her administrative team tackled the financial problems the same way
she tackled previous institutional problems. She applied her proven and preferred team
leadership approach. President Miller and her administrative team effectively utilized the
utilitarian, expressive, and cognitive functions throughout the decision-making process.
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In addition. President Miller held numerous open discussions, invited dialogue, relied on
the support, knowledge, and expertise of not only her Direct Reports and the Presidential
Leadership Group, but the entire campus community to help solve the salary problems.

Because of strong leadership, a collaborative decision-making process, and
constituency involvement, in 2005 President Miller was able to publicly announce that
Oak College successfully balanced its operating budget for the first time in 16 years. The
President, the Board of Trustees, the DR, faculty, staff, alumnae, and students overcame
many sacrifices and many difficult times, and all can be proud of the success of this
financial turnaround. Although Oak College will always be concerned about the financial
health of the institution, it cannot be denied its success. The turnaround was a team effort.

Rutherford College Case Study

The second case study was conducted at Rutherford College in Massachusetts
between August 2005 and November 2005. The researcher obtained data through
documents, interviews, and observation. The documents included a signed consent form
and a completed demographic form from each participant, an organizational chart of the
administrative staff. College admissions literature, and fact information found on the
College website. Two rounds of interviews were conducted individually with the
President and each member of the administrative team, and the researcher also observed
one administrative team meeting. The Senior Staff members included: Alexander,
Assistant to the President and Secretary of the College; Sheila, Vice President of Finance
and Business; Robert, Vice President of Development; Sharon, Vice President of
Enrollment and College Relations; David, Dean of Faculty; Larry, Dean of the College;
Lola, Chief Information Officer; Violet, Executive Director of Communications and
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Strategic Initiatives; Phillip, Associate Director of Communications; and Holly,
Executive Director of Alumnae Association.
The first round of interviews was conducted during August and September 2005.
Participants were asked the same questions regarding the financial challenges, how the
team functioned, and the roles of each team member. In October 2005, the researcher
observed a regularly scheduled weekly Senior Staff meeting. All members were present
except Larry. Senior Staff brought a written copy of the agenda and minutes from the
previous meeting. The meeting lasted two hours and thirty-five minutes. Following the
observation, the researcher scheduled the second round of interviews with each
participant individually. During the second set of interviews, participants were asked a
different set of questions from the first interview focusing on how the College culture
influenced the financial crisis situation, how the tough decisions were made, and whether
there was consensus among the team on the decisions made. Thus, in total, 22 interviews
with the entire presidential leadership team were conducted with 11 people interviewed
twice.

Rutherford College

Founded in 1837, Rutherford College is a highly selective liberal arts college for
women. Located in a rural community in Massachusetts, Rutherford College is one of the
oldest institutions of higher education learning for women. The College is “recognized
worldwide for its rigorous and innovative academic program, its global community, its
legacy of women leaders, and its commitment to connecting the work of the academy to
the concerns of the world” (admissions brochure). Rutherford College’s mission
statement says the institution is committed to educating a diverse population of women,
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academic excellence, and a strong liberal arts program which will be purposeful in the
global community.

Currently, approximately 2,100 students from all 50 states and more than 80
countries are enrolled at Rutherford College. Ninety-eight percent of the student
population lives on campus in the residence halls. This highly diverse campus employs
over 200 faculty members, many who have won numerous national and international
awards. The institution offers 48 departmental and interdepartmental majors with a
student-to-faculty ratio of 10-to-l. The students at Rutherford are exposed to an array of
outstanding curricular and co-curricular resources. In addition, Rutherford College is also
part of a multi-college consortium which enables the students to connect with over
30.000 other students and the vast academic and social resources of the other consortium
institutions. Many of the students are also involved in the diversified organizations, clubs,
and activities offered by the College.

The Financial Crises at Rutherford College: A Historical Perspective

In many accounts, the financial challenges facing Rutherford College today are
much less daunting than they were 10 years ago. Yet, that is not to say the College hasn’t
experienced recent financial crises. To understand the magnitude of the financial
situation, it is important to give a brief overview of the state of the College when the
current President was first hired in 1996. In 1996, Rutherford College was faced with
severe budget difficulties. According to Dr. Jody Marshall, the current President of
Rutherford College, “The most significant aspect of that was that financial aid was
growing at 12.5% a year, and it was threatening to sink the rest of the institution.” The
growth rate of financial aid was overwhelming. The remaining budget was growing at
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about 4% a year. Consequently, resources were shifting and going into what President
Marshall termed a “black hole of need.” Due to the fact that Rutherford College had
always enrolled high-need students, financial aid was and is still today a huge expense in
the operating budget. Thus, the College, according to President Marshall, was “operating
at structural deficits with a projection that was poor for the future.” The entire College
community was stunned and concerned. Morale and confidence were eroding about the
future of the College.
Besides the President, the person best qualified to explain the financial situation at
the College was Sheila, Vice President of Finance and Administration. According to
Sheila, the financial challenge:
was precipitated by the simultaneous drop in the financial markets and in the
economy in the early part of the decade, and the result of that was that all three of
Rutherford College’s revenue streams took hits simultaneously. The markets were
down and so the market value dropped. Because the markets were down
fundraising gifts was more of a challenge. And because of the impact of an
increase in unemployment, financial needs went up and that affected our net
tuition revenue. Over the past three years we’ve really been working through that
to reduce our expenses to give our revenue streams a chance to come back, and
we have. I think that we are really moving out of the problem.

Consensus prevailed amongst the current presidential team as to the underlining
reasons for the financial challenges past and present. According to Sheila,
Rutherford College is an institution that is really characterized long term by
financial challenges for two reasons. Given our peer group, the group we compete
with, the group we inspire to be part of, we are under endowed and our discount
rate is significantly higher than most of those Colleges. So, even in good years,
there is always a sense that we are scrambling to keep up financially, and compete
within our means.
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Holly, an alumna and someone who has held several positions on campus, stated:
Our biggest challenge is that we have a very needy student population. So we
have a very high financial aid budget, and our endowment, while in comparison to
many, is quite lovely, in the effort to do what we need to do, and to finance the
student that are our students currently, the endowment isn't quite what it needs to
be to sustain us.

Similarly, Alexander, Assistant to the President, explained:
We're in a state of systemic challenge not brought on by any single event or set of
events. It’s a combination of decades of a tough market for women’s education
and the ever-increasing costs of higher education that even7 college faces. I think
we’re being squeezed much like every other small college out there with the
added challenges of a historical commitment to a less affluent student body and
the decline in interest in single sex education. They are the two vice ends on our
budget each year.

Thus, Rutherford College had always faced financial challenges based on the high
financial aid budget, the decline in single sex education, the low endowment compared to
peer institutions, and the high cost of higher education.

The Plan for Rutherford College 2003

Soon after President Marshall arrived on campus in 1996 she and her presidential
team, referred to as Senior Staff, initiated institutional planning to address financial
challenges. Immediately, the President and her team began a strategic planning process.
Planning was considered one of her strengths as a leader. According to David, the Dean
of the Faculty, “This President is a planner. She loves plans and she is very proud of
these plans, and takes them very seriously. She has engaged all members of the
community in building them.” The strategic planning process became an educational
process for both the President and the entire campus community. President Marshall
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explained that they were “really trying to figure out what was valued, what were the
central ideas of the institution, what aspirations were for it, and so on.”
President Marshall was committed to reviving the College financially. In 1998,
she put forth The Plan for Rutherford College 2003. This plan was a document that
contained an ambitious agenda for the next six years, and it embodied “a collective sense
of responsibility for the future of the College” (The Plan document). The plan was a by¬
product of a highly collaborative process. The group responsible for the project was the
College Planning Task Force, which was comprised of the Senior Staff and the
Educational Priorities Committee. The Senior Staff, which were the 10 members of the
President’s administrative team, included vice presidents, deans, directors, and the
Assistant to the President. The Educational Priorities Committee consisted of 10
members including deans, faculty members, and current students. Prior to final approval
of the plan, the Task Force widely circulated a draft of the document. After numerous
conversations, meetings, forums, and correspondence, the final document received
approval from the Board of Trustees in 1998. Contents of the document included “the
thoughts and words of students, faculty, staff, alumnae, and trustees” (The Plan
document). The goals for The Plan for 2003 included five principles and priorities that
guided institutional development. These included: 1) Educational Principles and
Challenges; 2) New Initiatives and Emphases; 3) Strengthening Existing Dimensions of
the College; 4) Enrollment Planning; and 5) Resource Management (The Plan document).

The results of The Plan were astonishing. Financially, in the six year period of
1998 to 2004, the College achieved fiscal equilibrium and raised over $257 million
dollars in the capital campaign. According to Robert, Vice President of Development,
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“We started a campaign in 1998 which was going to be a $200 million campaign - largest
in Rutherford's history. Three years later we were at $200 million and we declared a new
goal of $250 million. We finished at $257 million and we're now raising between $30
and $35 million a year.”

President Marshall credited the successful turnaround to the efforts of the entire
campus community. She stated that the Task Force's decision to move off of need-blind
admissions “was a very significant change for the better in terms of our ability to
modulate our budget.” Because financial aid was growing at 12.5% a year, the Task
Force agreed that what was in the best interest of the College wras to not consider the
applicant’s financial situation when deciding on admissions. Thus, the College was
counting on admitted applicants to pay the difference in the financial aid offered.
According to President Marshall, the other major decisions made that affected the
financial turnaround involved:
the fact that we went out on the fundraising campaign, the fact that we
significantly cut our operating expenses. All of these things resulted quickly in
reversing the trend. Another key component at the time was restructuring the
whole way we did what we call enrollment and college relations. I basically
created the position of Sharon. Sharon has been very successful in creating a
sense of team within that whole operation so financial aid, communication,
institutional research, admissions, now career development, are all part of a kind
of enrollment in college relations team effort. There were dramatic results and just
tremendous improvement in our ability to recruit students. Increase the numbers
and that increased the morale, and that coupled with a stronger budget, we saw a
sense of well being and confidence. I think that it has been a very successful effort
and it was a result of a lot of ground work of getting all of the constituents on to
the same page. Essentially, I think the team is our whole extended network of our
faculty, students, staff, alumni and friends.

President Marshall was proud of the accomplishments achieved from The Plan.
Rutherford College met or exceeded all their goals. She stated, “I’m very proud of the
fact that we have balanced the budget seven years in a row. We have genuinely with no
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trick balanced the budget, which is quite amazing since the institution was about $8
million dollars in structural deficit when we started.” She continued, “A key component
of that (success) was really being very open. It's putting it out there and having meeting
after meeting.”
In sum, since President Marshall arrived on campus in 1996, Rutherford College
has been dealing with several budgetary issues. Even though Rutherford is currently in
financial equilibrium, the College will continue to be, according to Sheila, Vice President
of Finances and Administration, “very cost conscious in our budgets and pay close
attention to revenue streams.” In addition, the President and her administrative team will
need to continuously address the four major financial issues, 1) low endowment
compared to peer institutions; 2) increased financial aid for students; 3) a challenging
market for women's education; and 4) increasing costs for higher education. The
financial challenges are real and the presidential team must deal with these issues on a
daily basis. However, President Marshall and the entire campus community were
committed to bringing the College back into financial stability, and continue to be
committed to strengthening its prestigious liberal arts college reputation.

The Most Recent Financial Crisis: Faculty and Staff Salaries

Although Rutherford College experiences ongoing financial challenges, it was
during the 2002-2003 and 2003-2004 academic years that the College dealt with its most
recent financial crises, which included delayed salary raises, cuts in personnel and
services, and deferrals in campus projects. Despite the success of The Plan for 2003 and
the $257 million dollars raised by the capital campaign, these efforts could not sustain
future financial constraints. The Plan helped Rutherford achieve fiscal equilibrium from
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past deficits, but it was not enough to overcome the effects of the downturn in the
financial market and slow economy in 2001 and 2002. From 2002-2004. the endowment
costs and operating expenses were increasing and to ensure a balanced budget, the
President and her administrative team felt cutbacks, and/or a slowing of the growth of
personnel costs, were needed. According to President Marshall:
Over the last few years we have had to continue to require our colleagues to cut
within their areas, and we've done this pretty much through trimming. We haven't
closed down major programs or anything like that, but it is painful, and we had to
over really the last three years continue to ask people to have less, keep having
less, when costs keep going up and you realize that people are working at top
capacity.

Phillip, Associate Director of Communications, stated, “We, in the last two of three
years, have made decisions about sweeping across the board cuts of about 5-10%
throughout all the departments.” Sheila, Vice President of Finances and Administration
also explained:
We made a number of reductions really across the institution that I think has been
difficult in different ways. We started from the position of not being overstaffed
and we reduced a number of staff positions. That has made it significantly more
difficult for a number of departments to do their work. We run lean in any case
and now we are running even leaner. Second is that we reduced services as a
result in staffing and in general as a need to save money.

These recent financial crises resulted in a setback to a portion of the College's
strategic plan. In May 2003, the College instituted The Plan for Rutherford College 2010.
This strategic plan was built on the success of the previous The Plan for Rutherford
College 2003, and included several institutional goals and priorities for a seven-year
period. For example, the College had a goal to maintain competitive salary and benefit
levels for faculty and staff at the point of hire, as well as on an annual basis, and to
sustain resources and services for all campus constituencies. These goals were challenged
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in both 2003 and 2004 when the College deferred faculty and staff salary raises, reduced
staff positions and services, and instituted 5%-10% cuts across all departments.
The reduction in the base operating budget in both 2002 and 2003 had a ripple
effect throughout the campus. According to many Senior Staff members, the most
significant effect was the deferred and lower faculty and staff raises. To prevent morale
from declining, and to maintain its highly competitive faculty applicant pool, together
President Marshall and her Senior Staff needed to work to find tolerable solutions to this
financial crisis.

The Financial Crises: A Team Approach

In order to balance the budget and solve the financial challenges created by the
downturn in the financial markets and in the economy in 2001 and 2002, President
Marshall applied her proven and preferred team leadership approach. She valued and
relied on the support, knowledge and expertise of her Senior Staff, a group already
established upon her arrival in 1996, yet modified over the years. She also utilized the
Faculty Planning and Budget Committee, which she created soon after her arrival, and
engaged the entire campus.
Senior Staff

Rutherford College was led by Dr. Jody Marshall, the ninth President of the
College, and her 10 administrative team members. Prior to taking the helm at the College
in January 1996, President Marshall served as Vice President for Academic Affairs and
Provost and Professor of English at Whitmore College for five years. At Whitmore,
another liberal arts college, Dr. Marshall served one year as interim president. President
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Marshall also served on the faculty at Reed State University for 17 years where she began
her administrative careen leaving soon after to become Dean of the College of Arts and
Science at the University of Munroe.

Throughout her 10 years as President of Rutherford College, Dr. Marshall
selected all but one member of her current administrative team. She explained, “I
gradually replaced everybody except Sheila.” A few members, however, were faculty
members at the College. Her Senior Staff was made up of Vice Presidents, Deans,
Directors, Assistant to the President/Secretary of the College, and Chief Information
Officer. Several members of Senior Staff did not report directly to the President, but the
positions were vital to the overall operations of the College. Sheila explained:
One of the things that makes us different is that it’s not just direct reports, which
cabinets often are. There are good reasons for that, and it works well. Rutherford
College is not a very hierarchical place so that’s not a very big deal anyway, but I
think Jody uses the group well, and explicitly decided who she wanted to be there
for the kinds of things she wanted to use the group to do. We spend a lot of time
on strategizing things like board meetings or big issues on campus, but we also
spend a lot of time with Jody kind of bouncing ideas off us. I think the
composition could be very idiosyncratic institution to institution. I think it's the
right group for Rutherford. It would not work as well if it was just the Vice
Presidents.

The titles and responsibilities of many Senior Staff members varied over the
years. Sheila, Vice President of Finance and Administration, was the Senior Staff
member with the most seniority. Sheila was employed by Rutherford College for 18
years, and a member of the team for all 18 years. Her main responsibility was to manage
campus finances.

Although Sheila was a member of the presidential leadership team the longest,
two Senior Staff members, Larry and David had been at the College 30 and 25 years
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respectfully. Larry was a professor of philosophy for 27 years and made the switch to
administration only three years ago. Larry held the title of Dean of the College and Vice
President of Student Affairs, and was mainly responsible for student affairs. David, Dean
of the Faculty and Vice President of Academic Affairs for the past six years, previously
held a professorship in the mathematics department.
Holly, the only alumna on Senior Staff, had been at the College for 18 years and
held several different positions on campus. Two years ago. Holly was named Executive
Director of the Alumnae Association. The Alumnae Association was an independent
association at the College. According to President Marshall, the only reason why the
Executive Director of the Alumnae Association was a member of Senior Staff was
because Holly was in that position. She stated it was “a deliberate decision that was made
because Holly is somebody that I value tremendously and has been on the Senior Staff no
matter what her role is.”
Robert, Vice President for Development, was the first Senior Staff member hired
by President Marshall nine years ago. Robert was responsible for fundraising. He served
as the chief architect, strategist, and director of the comprehensive campaign completed
in 2003, and continued to serve in those roles for the comprehensive campaign presently
underway. Sharon, Vice President for Enrollment and College Relations, was in her
eighth year at the College. Her primarily responsibility was enrollment planning and
marketing.
Violet, Director of Communications and Strategic Initiatives, was a member of
Senior Staff for the past six years. Violet held a dual reporting line to the President and to
the Vice President for Enrollment. According to President Marshall, “she really has like a
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dotted line relationship to me." Violet oversaw media relations for the College,
community and government relations, and all the periodicals and publications for
Admissions, Development, and President's Office. Phillip, Associate Director of
Communications, was also responsible for communications, media relations, and
community relations. He was at the College for 12 years, but only a member of Senior
Staff for six years. According to President Marshall, Phillip was on the Senior Staff, “in
part because he is the news man, and I think that it really makes sense for the
communications people to hear the inside scoop so that they can be on top of news and be
able to shape the news correctly."
The two most recent hires were Lola, Chief Information Officer, and Alexander,
Assistant to the President and Secretary of the College. Lola was hired three years ago,
and she reported to the Dean of Faculty. Her responsibilities included the library and
technology. Alexander, the youngest member of Senior Staff, had the most direct line to
the President. His two main responsibilities were to support and counsel the President and
to be the chief liaison between the College and the Board of Trustees.
Faculty Planning and Budget Committee
President Marshall was committed to transparency and involving all campus
constituencies in many of the decisions made relating to institutional affairs, especially
the faculty. She established a Faculty Planning and Budget Committee comprised of
selected faculty with experience, knowledge, and expertise in planning and budgetary
matters. Members included a faculty chair, the Dean of Faculty, the Vice President of
Finance and Business, and seven other faculty members of various ranks. The committee
met monthly or more often when needed, and their main responsibility was that of an
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advisory committee to both the Dean of Faculty and the Vice President of Finance and
Business. Sheila, Vice President of Finance and Business, was responsible to organize the
agendas and administer and staff the committee. Sheila explained.
The existence of a strong Faculty Planning and Budget Committee has been
terrifically helpful over the years, and it’s been helpful in different ways during
different periods. But it’s particularly helpful when you have a set of financial
challenges; to have a group of faculty who understand the College from a
financial point of view, who understand the trade offs and the challenges, and can
really help both think about trade offs and help think about priorities, but also
help the rest of the faculty understand what’s going on. It’s a committee that has
had a lot of credibility with the faculty, and that’s been very important as well.
President Marshall was pleased with the role and contributions made by this committee
over the years. She stated, “The Faculty Planning and Budget Committee is just very well
respected and we get tremendous value out of having the faculty involved in each stage
of budget development.”
The 2002 and 2003 Faculty Salaries Decision: How it was made
As customary, plans for developing the operating budget for the following fiscal
year begin in January of every year and continue through April. The budget then receives
approval by the Board of Trustees at their annual May meetings. In January 2002 and
again in January 2003 at their tri-annual all-day retreat, the President and Senior Staff
began preliminary budgetary discussions for the upcoming fiscal year, which begins in
July. Then, several budgetary discussions were conducted from February through April
with various campus constituencies. During these meetings, members of the college
community were reminded of the budget restraints that the College was facing due to the
downturn in the financial market and the slow economy. The success of the capital
campaign conducted between 1998 and 2003 helped Rutherford achieve fiscal

168

equilibrium from past deficits, but the recent drops in the market value, financial gifts,
and tuition revenue resulted in the need to reduce expenses to give the revenue streams a
chance to come back. Thus, between 2002 and 2003, S3.5 million dollars from the base
operating budget needed to be reduced.
Specifically for the fiscal years of 2002 and 2003, President Marshall and Sheila,
Vice President of Finance and Business, met regularly to discuss the financial status and
campus priorities and issues. Information from their meetings was further discussed at the
weekly three-hour Senior Staff meetings. Concurrently, the Faculty Planning and Budget
Committee, department managers and the Staff Council met regularly to discuss the
budget and possible solutions to ensure a balanced budget. In addition, President
Marshall and Sheila made presentations to the faculty and staff during each of their
monthly meetings from February through April highlighting budgetary issues and
concerns. Sheila explained:
Rutherford has a very decentralized budget process. Not only are all the members
of Senior Staff involved, all the department heads are involved, and many of them
involve their staff in the creation of the budgets, in particularly when we’re in a
situation where we need to do cost reduction. Budgeting is everyone’s job at
Rutherford. It’s not just mine. One of the primary jobs of the Senior Staff between
January and April is putting the budget together. Part of every single weekly
meeting becomes a discussion of what are the emerging priorities, what are the
new initiatives, if we need to cut how are we going to do that, and so it’s really
very much a group effort in looking at what we need to do for that particular
year’s budget, and figuring out how to do it.
President Marshall firmly believed in the importance of consulting with the
campus community. She stated, “It always pays in my view in an academic institution to
consult to death.” However, after consultation, it was the President and the Senior Staff
who made the decision to defer faculty and staff salaries both in 2003 and 2004.
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As in most college budgets, salaries were a major expense in the operating
budget. Unlike many colleges, Rutherford faculty salaries were at the 95th AAUP national
percentile. Therefore, reducing and deferring faculty and staff raise increases was a viable
solution. Bringing the budget into balance and to help the three revenue streams come
back from the drop in financial markets and a slow economy were of top priorities for the
President and Senior Staff. Deferring salaries and reducing the operating budget, were
supported by the administrative team and by the campus community.
The Financial Crisis: Final Decision and Outcomes
At the faculty meeting in April of both 2002 and 2003, President Marshall
announced the overall budget and the financial status of the institution. Due to the
financial crises created by the drop in financial markets and slow economy and the need
to balance the budget, decisions were made by the President and her Senior Staff to
propose a reduced salary increase as well as a six months deferment in salary raises to the
Board of Trustees.
In May 2002 and 2003, President Marshall and Sheila, Vice President of Finance
and Business, presented the budgetary proposals to the Board. The Board of Trustees
unanimously approved the budgets and the decisions made by the President and Senior
Staff to reduce salary increases and defer raises for six months, reduce staff positions and
services across campus, and institute 5%-10% cuts across all departments. A week
following the Board meeting, Sheila then made a detailed annual budget presentation to
the entire campus describing the necessary reductions. President Marshall and Senior
Staff confirmed a 2% salary raise instead of the average 3%-4% salary increase.
However, the increase did not take effect until the following January.
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Consequently, in January 2003 and 2004, the base went up 4% for faculty and 2%
for staff. For example, a 2% raise for a faculty member with a base salary of $50,000
equated to an additional $2,000. Faculty who divided their salaries over a 12-month
period would have received a $166.00 monthly increase. Although the faculty member
still received the additional $2,000, a 6-month period elapsed without receiving the raise.
During the same two-year period, the base operating budget was reduced by $2 million in
2002 and by $1.5 million in 2003. Overall, the financial crisis reflected a deferral and
lower than average salary increase, and the deferral or elimination of staff positions.
Sheila stated, “Our goals for faculty and staff compensation are the same, but depending
on the different markets, we will sometimes do different pools.”
The President and Senior Staff had more competitive pressure from faculty than
from staff. Pursuing teaching positions at other institutions was a viable option for the
faculty unhappy with their salaries. Therefore, to retain quality faculty and to stay
competitive with their selective group of peer institutions, the President and Senior Staff
kept the lines of communications opened with the faculty and consulted with them about
the difficulty decision involving salary raises. David explained, “Salaries were raised less
than we wanted, and that hurt quite a lot.” Sharon concurred, “Not only did we get
smaller raises, but then we delayed them by a semester. That was very hard; a lot of
anxiety around that decision.” Alexander also shared his perspective of the challenging
financial decisions. Fie said:
I think probably the hardest decisions are those that come down to affecting
people in the community. It’s one thing to spend less money on facilities, but you
can live without it, but when it comes to paying your employees less or charging
your students more that’s probably the hardest thing to do, and we had to do both.
Similarly, for obvious reasons, you don't like to skimp on paychecks, particularly
those at the lower end of the salary spectrum, and people are very direct about that
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discomfort. It’s hard to sit around a table and think how little we can afford to pay
these people.
Since the decision-making process was open, faculty were not surprised by the
decision to defer salary raises. In fact, for the most part, they supported the decision.
They understood the revenue streams took a hit in 2001 and 2002 as a result of the
financial markets and the economy. Sheila stated:
The first year there was tremendous support for the decision. The second year it
got a little old. Folks felt that there wasn’t enough additional consultation. But I
think it’s true that in both years; while it never helps morale to delay salary
increases, people were in general very supportive. They understood the necessity
and they saw this as the lesser of a variety of evils. In general the community
responded well.
In sum, the entire campus community survived the most recent financial crises,
and the financial health of the institution was stabilizing. Members of the presidential
administrative team agreed that the present financial outlook of the College was much
brighter than it was in the past. “We’ve actually pretty much come through our most
recent financial challenge in the short term” (Sheila); “we’re better financially than we
were 10 years ago, but. .

(David); “Currently we are just coming into I think a much

healthier financial picture, but. . .” (Sharon). Yet, all agreed that the College still has
financial challenges to endure every fiscal year.
Rutherford College successfully managed some very challenging financial times
over the past several years. However, the President and Senior Staff were quick to point
out that the crisis had not been resolved. They understand that they will always be faced
with financial challenges. As President Marshall stated:
Not to say that we are out of the woods and that things are all rosy. I think that we
continue to face significant financial challenges as all institutions do. I know it’s a
matter of relative wealth and compared to 90% of the institutions in the country,
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we're quite well off. blit compared to our peers, we really have a much smaller
endowment, and we have, for the most part, a higher percentage of students with
greater needs, and we have to be lean and mean in comparison with our peers. We
continue to face the challenges of keeping the institution at equilibrium which is
our goal.
The decisions made in both 2002 and in 2003 to reduce the increase and defer
faculty and staff salaries and to reduce the operating budget by $3.5 million in two years
were difficult decisions to make. One way or another, all constituencies were affected by
the cutbacks. Students services were reduced, vacant positions were not filled, and
faculty and staff received a lower and/or deferred salary increase. However, outcomes
and benefits included a 3.5% salary increase in 2004, and according to Sheila, “We’ve
had better than budgeted results the last two years,” and “the markets have come back,
the discount rate is stabilized, so financially things seem to have stabilized.”
Analysis of Team Functions
When instituting a team leadership style, a College President will be more
effective if they enact utilitarian, expressive, and cognitive functions of the team
throughout the decision-making process. A President who envisions all three functions
has the ability to mold an effective team that is capable of dealing with a diverse range of
institutional issues, including financial crises. The President of Rutherford, Senior Staff
members who were direct reports to the President, as well as members who report to
other Senior Staff members, concurred that the presidential leadership team was highly
functional during the financial crises. In the following sections, the researcher analyzed:
1) the utilitarian, expressive, and cognitive functions of the team; 2) the perceptions of
the President and the team members regarding team roles; and 3) how the liberal arts
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college environment and the women’s college setting affected how the team functioned
during the financial crisis.
Utilitarian. Expressive, and Cognitive Functions
Utilitarian Function
In the Rutherford College case, the utilitarian functioning of the team approach
was illustrated by how the team helped the President make better decisions. President
Marshall encouraged and invited all campus constituents to be involved in campus
operations. However, it was the Senior Staff who President Marshall relied on the most
for sharing information and decision-making. Senior Staff was a formal structure that
operated collaboratively with the President. According to Sharon, “She is someone who
has created a team that collaborates in a very strong way. She really listens and closely
tries to evaluate and weigh the information that we are giving her.”
The preliminary stages of information sharing and discussion took place in her
weekly meetings with Senior Staff. Every Tuesday the President conducted a Senior Staff
meeting. Lola explained, “The agenda comes out of the President’s office. Her Assistant,
Alexander, is the keeper of the agenda. We are actively asked for agenda items to be put
on for each week's meeting.” Senior Staff received a written copy of the agenda prior to
the meeting as well as copies of previous minutes. Developing the budget was practically
a weekly agenda item. In addition to these weekly meetings, the President organized
three retreats a year. The main purposes of these retreats were for sharing information,
planning, and evaluating. Robert explained,
We have a day long retreat in January, with a day long retreat in June and a day
long retreat in August or early September. So there are three days in a year where
we all meet together. The June retreat is to review the year just finished and to
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give a preview of what our planning process is for the coming year. The August
retreat is to finalize those strategies for the coming year. The January retreat is to
assess how we’re all doing. It kind of works because we have a President who is a
planner, but she’s not just a planner she’s an implementer. It’s not a place that
does planning and then just puts it on a shelf.

Beyond the weekly meeting and the retreats, the President and Senior Staff met
regularly to share information, work on special projects, and discuss area budgets. Sheila
explained, ‘T meet at least monthly one-on-one with the Dean of Faculty, the Dean of the
College, the Director of Communications. I will meet on occasion one-on-one with other
members as I need to, but each of us is involved in a web of soil of on-going efforts that
involved some of the others.” Individual or small group meetings were common between
Senior Staff members.

The constant sharing of information that occurred during all of these meetings
was critical to the quality of the decisions that the President had to make. David
explained, “You do hear from the different constituencies and that makes for better
decision-making if all voices are heard.” Lola stated, “A lot of it is Jody’s style and her
confidence in the Senior Staff, and also her deep desire to actually have input and belief
that a better decision is arrived at through that conversation.”

President Marshall understood the importance of getting the team involved in
major decisions; however, she was not afraid to make a decision after consultation or
when she felt strongly about a particular decision. Lola explained, “She will make the
hard calls, when necessary, but I think she believes in and relies on consensus whenever
possible.” Lola continued, “She really does let the conversation and the decisions unfold,
and only uses that executive authority when absolutely necessary.” For example, during
the observation conducted by the researcher, one major discussion item was about what
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the College should submit as rationale for a major grant proposal. Everyone around the
table shared their ideas, suggestions, and opinions. Phillip interjected and asked, ‘Who is
the ultimate decider?’ Immediately, the President responded, ‘Us.’ Thus, the utilitarian
function was working because the President made it clear when decisions were collective
and when she needed to make them herself. In both cases, the group felt empowered to
move and act upon the best decisions.
In sum, the utilitarian function of the team was practical and useful because
President Marshall made better decisions on the result of the information she gained from
the team. When it came time to make her decision, the President felt empowered that she
was making the best one.

Expressive Function

Establishing a positive team environment can be challenging when you have
multiple people involved. At Rutherford College, the team illustrated the expressive
function in two ways. First, President Marshall created an atmosphere that modeled trust
and mutual respect. Alexander stated, “Jody values and respects her colleague’s input.”
Repeatedly, the President and Senior Staff gave high praise to the cohesiveness of
the team. Much of the praise was centered on trust and respect. Having trust and respect
for one another were cmcial for teamwork to be effective, especially when dealing with
financial challenges or making difficult decisions. President Marshall explained, “We
have developed a lot of mutual respect and trust. It is very open and I think everyone says
what they think.” Likewise, Alexander stated, “People will advocate passionately for the
things they believe in, but without putting down others, and that respect sort of goes
around and comes around.” Sharon concurred, “I do feel that I have the respect of my
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colleagues on the Senior Staff with respect to expertise in my area.” Thus, the strong
respect Senior Staff felt for each other and the President helped facilitate openness.

The second illustration of how the team utilized the expressive function was its
openness. This openness kept the team receptive to new ideas and committed to the best
interest of the College. Open communication was valued and encouraged. Lola explained,
“Folks are very open and bring things to the table; having worked at another institution
for quite awhile, the communication here is very open and very focused on a common
mission, which is quite remarkable and quite a tribute to Jody.” Similarly, Robert stated,
“There is a culture and an environment of openness and people aren't afraid to take
risks.”

According to President Marshall, “We have really perfected a very fine
collaborative style, and what I really admire about my colleagues is that they do not stand
on vested interests, and that is unusual. I do think that there is a very fine degree of
commitment to the whole as opposed to the vested section.” She elaborated, “What I love
about it is that there is no hidden agenda which is unusual.” Senior Staff has “a sense of
openness and candor. I think they are very mature and accepting of the institutional brain
as opposed to a territorial brain.”

Senior Staff concurred with President Marshall regarding the team's openness and
how much the shared mission affected decisions made. Specifically, Violet stated:
The great asset that Rutherford College has is a very deep commitment to a
common set of goals and a shared vision of what we are trying to do. I think all of
us are firmly committed to the goals of Rutherford and the unique kind of
education and experience that we provide. I think that’s the biggest asset and is
always in all of our minds. I’ve not seen a lot of positioning for divisional control
or assets or power. It’s really been much more of always keeping our eye on a
bigger goal.
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According to Holly, agreement on the higher goals of the institution advocated team unity
and openness. She stated:
I think the really great thing, and I think it is so rare that it needs to be commented
on, is that the group is collaborative without being territorial. It is so amazing to
see that people can really see the big picture, can really get out of their own space
enough to consider what other people are thinking about or saying.

The expressive function was paramount to the effectiveness of Senior Staff. Much
of the credit belonged to President Marshall and her ability to create a healthy team
environment. President Marshall modeled and expected mutual trust and respect. Her
team felt valued, which in turn, led to their openness. As a result, this openness facilitated
teamwork where its team members were committed and invested in the same goals and
mission of the College.

•

Cognitive Function

Utilizing the cognitive function of her team was part of President Marshall’s
leadership style from the beginning. The team provided the President both quantity and
quality data in settings where she had the opportunity to listen and challenge it. This was
evident by how the Senior Staff analyzed and viewed institutional problems from
multiple perspectives. Each member brought their views and understanding of the
College from their specific areas, which allowed the team to process the information in
diverse ways. The process of collective thinking from multiple perspectives was
encouraged. Phillip explained:
I think we have a respectful approach to listening to various viewpoints.
There’s some deferring to expertise, but I think people who are not direct
experts on say budgetary process or the academic process feel free to raise
concenis and questions in a way that ultimately drives discussion forward.
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David agreed, “You are much more likely to get a wide variety of points of view, because
people speak up for the constituencies they represent.” Alexander also believed, “You get
perspectives across the institution and you were able to cover most of the contingencies
that it is unlikely one person would have come up with on their own.” The receptiveness
and respect of others’ viewpoints and expertise was advantageous to the team’s ability to
function cognitively.

President Marshall valued and used the quantity and quality of data and feedback
she received from her Senior Staff. She stated,
I value the collaborative approach, because I think there is more collective
wisdom in a group than there is in a single person. I think you really do need to
hear what everyone has to say, and it is always remarkable to me how much each
person enriches the conversation. I wouldn't have such a finely nuanced
understanding on my own.

According to Larry, “Jody likes to listen; she likes to let an issue play out around the
table and listen. She directs if she feels like it’s going on in an unproductive discussion.
She stops it if she feels there’s been enough discussion.” Lola proclaimed, “I think she
really does a fabulous job of gathering input and listening carefully to the members of
Senior Staff.” President Marshall understood the importance of gathering quality data and
feedback before any final decision was made.

The President and her Senior Staff operated as a thinking team. The team
cognitively analyzed and viewed the institutional problems from multiple perspectives,
and the President welcomed and trusted data and feedback from her Senior Staff. Thus,
quality and quantity information was shared and discussed, and the President actively
benefited from these discussions. They helped her make more informed decisions.
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Divergent Views
Overall, the President and Senior Staff believed the team effectively utilized the
utilitarian, expressive, and cognitive functions. However, some team members expressed
concerns about utilizing a team approach. Holly stated:
It is a good team. Everybody really works hard. I think that our challenge as a
team sometimes is because we are comfortable and we are candid with each other.
I think sometimes we don’t push as hard as we can to really think things through
maybe from a very completely different angle.

Robert agreed with Holly and said, “This is an extraordinary civil place. Some would say
too much. I wouldn’t, but there are those who would rather see some more mixing it up
than perhaps we do.”
Specifically regarding the use of a collaborative thinking process, Sharon stated,
“You have a much broader perspective when you have everybody’s opinion around the
table. The disadvantage to that is everybody has their own perspective and sometimes .. .
it is an educational process to help everyone see the big picture.” From a similar
perspective, Robert stated, “One of the dangers of Senior Staff I think is that we are
intensely internal in our perspective. I think there is always this danger of the kind of
ivory tower view of the world.” Sharon also expressed, “The one thing that I think that
we perhaps could do differently and perhaps better would be doing deeper analysis; a
deeper analysis of suggestions that came to the table.”

In sum, many current members of Senior Staff were at the College during the
financial burdens of the past decade, and the recent financial crisis involving faculty and
staff salaries. There were sacrifices and tough decisions made. Throughout the financial
hardships, the presidential team at Rutherford College utilized the utilitarian, expressive,
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and cognitive functions effectively. Collectively, the President and her administrative
team: 1) were effective in sharing information, which led to making better decisions; 2)
created an atmosphere that valued individuals and modeled collaboration and teamwork;
3) shared a sense of openness and commitment to the goals and mission of the College;
and 4) analyzed and viewed institutional problems from multiple perspectives. Overall,
the team leadership style utilized by President Marshall was effective at Rutherford
College. Although the College was proceeding cautiously, the financial turnaround was a
welcomed change.

Perceptions of Team Roles

While researching the team leadership style utilized by President Marshall,
specific themes were apparent in the team member’s perceptions of their roles. The first
perception was the expectation that all Senior Staff were responsible for the overall
operations of the College including creating and implementing institutional goals and
executing its mission. Almost every issue addressed by the President and Senior Staff
revolved around the institutional goals and mission of the College. According to Sharon,
Not only do we have to take what the institutional goals are and then translate
them back to our areas, but we also have to make sure that we are communicating
the same messages. For example, about dealing with the budget to the rest of the
campus. We all have a role; we all have a role with our own team and we have an
institutional role.

Additionally, President Marshall emphasized how committed and self sacrificing her
Senior Staff were in regards to the overall mission. She stated, “I think that there’s a
strong sense of shared territory and that we’re all in this together. I think they are very
mature and accepting of the institutional brain as opposed to a territorial brain.”
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The second perception team members had regarding their roles was the expected
and common practice of working collaboratively on campus projects and issues.

Specifically, one collaborative responsibility shared by all Senior Staff was developing
the budget. Although Sheila, Vice President of Finance and Administration, oversaw the
formation of the budget, it was a team effort. She explained:
It’s really very much a group process. Obviously, I’m setting the context. I’m
providing a lot of the information. I’m encouraging closure, but it’s not a situation
where I have to drive the process. Everybody has the same goal. Everybody is
responsible for his or her own division. We’re all jointly responsible for putting it
together in a way that works for the institution. I really see myself more as the
facilitator of the conversation rather than someone who is driving the
conversation.

In addition, many Senior Staff often worked together on a variety of other tasks.
Senior Staff agreed that collaboration was a critical component to helping them fulfill
their responsibilities. Sharon explained, “My role is to think very hard and long about the
tuition revenue, and I don't feel like I’m thinking about that on my own. I guess we also
have some responsibility to each other to help each other think about their areas, just as
I’m helping my directors think collectively.”

The third perception of team roles revolved around Senior Staffs expectations of
President Marshall as a leader. Senior Staff expected President Marshall to listen and be
fair, and although they knew she was responsible for final decisions, they also expected
her to facilitate collaboration in the decision-making process. The consensus among
Senior Staff was that President Marshall succeeded in these expectations and was an
effective leader. David explained, “I think in terms of collaboration, Jody’s the most
effective one I have seen anywhere hands down.” Sharon agreed. “Jody is a total
collaborator and she is very vested in process.”
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Team members also expected President Marshall to wear many different hats and
juggle her roles and responsibilities effectively while always focused on the mission.
Phillip explained:
I think a contemporary college president or a university president has such a
difficult job. and has to cover so many different basis from fundraising to
admissions to keeping the campus community moving forward to ensuring that
the educational components of the college offerings, which is the most important
aspect of what we do, is as effective as possible. I think a contemporary president
is pulled in so many directions that it’s very hard to be a college president. I think
given all that she’s called to do, Jody does an excellent job.

Overall, expectations were high among all the campus constituents of anyone
hired as President of Rutherford College. Fortunately, expectations and perceptions were
met when they hired Dr. Jody Marshall. Holly explained, “Jody in particular had a hurdle
and that was that she is not an alum. There was a lot of suspicion about what does she
know about women’s colleges, and she has never worked at women’s colleges, she didn’t
go to a women's college ... a lot of suspicion.” Apparently, her style of leadership was
exactly what Rutherford needed to dig itself out of the financial woes.

President Marshall expected her team members to be competent and intelligent,
and somewhat independent in doing their job. She stated, “My job is just to let them go.”
She continued, “I’m a great believer in letting people who are excellent do their own
things, so they have a lot of autonomy in their ability to run their operation and each has a
big empire.” Besides fulfilling their position responsibilities, President Marshall
expected her Senior Staff to work together. She explained:
Much of what we do cuts across areas, so you really can’t operate in a silo. There
really is a sense of openness and candor. It’s really quite striking what acts of
good citizenship there are of anteing up when the need is there and we essentially
assign ourselves a share of the sacrifice, whatever it may be and people are quite
good about recognizing how far each other can go and then you have to stop, and
somebody else has to step up.
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As a college president. Dr. Marshall also highlighted the importance of selecting
ones own presidential leadership team. She stated, “I think it’s important for a President
to have a team that she wants, and I would advise Presidents to look at that as their
prerogative.” Selecting her team members and hiring competent and intelligent people
was where the team training process began and ended for President Marshall. She stated,
“I don’t know the word training.”
In regards to her role on the team, President Marshall viewed herself first and
foremost as a planner. She stated:
I do a lot of keeping a book. I mean, I’m a great planner in the sense of not only
having the plan set that provides us with the blue print for what we’re doing, but
also just to keep it ever before us, to never let us forget. I’m constantly reminding
everybody of what our overall goals are and, counting our successes and urging us
to address what needs to be addressed along those lines, so it’s quite a lot of
orchestration.

President Marshall also emphasized her role as an advocate. She explained, “I do quite a
lot of focusing and a lot of advocacy for what we’re trying to achieve and the value of it.
I think you need to reiterate the common ground and reiterate the aspirations and, keep
people charged about addressing that mission.”

In conclusion, both the team members and the President perceived their roles on
the team. The perceived main roles of the team members included expectations: 1) to
create and implement institutional goals and execute the mission of the College; 2) to
work collaboratively with one another on campus projects and issues; and 3) to have a
President that wears multiple hats, listens, is fair, and also facilitates collaboration in the
decision-making process. The perceived roles of the President included being a planner
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and an advocate. Understanding their roles on the team helped team members and the
President tackle their most recent financial hardships.

Influence of Liberal Arts College and Women’s College Setting on Team Function

In 1837, Rutherford College became an institution of higher learning for women.
For more than 150 years, this prestigious College has committed itself to educating
women through its strong liberal arts curriculum. The liberal arts setting combined with
the all female population may have been contributing factors that influenced President
Marshall’s style of leadership. More specifically, the three potential contributing factors
that influenced the functions of the team leadership approach used included: 1) the
institutional size and how it facilitated in consensus and collaborative decision-making;
2) the strong emphasis and support for shared governance; and 3) the women's college
context.

The first factor related to the institutional size and how it facilitated consensus
and collaborative decision-making. President Marshall explained:
Liberal ails colleges in general are quite collaborative, and at Rutherford College
we are particularly so and my style is to take hold of that. When I came in as
President the institution was facing serious financial difficulties, and my approach
then and always is to be open about it and put the material out for the community
to understand and to interact with.

President Marshall also emphasized that although the size of the institution could affect
the practicality of using a team leadership approach, she still preferred this style of
leadership. She proclaimed:
I think that a liberal arts college is small enough that you can draw the constituent
groups into conversation and collaboration. I think it’s harder the larger the
institution is, the more impersonal it is. I still would use the same processes. I
would define my constituency more narrowly. I think it would be tough in a very
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large institution to try to get the same degree of participation and collaboration. I
would nonetheless try.
Many Senior Staff agreed that the size of the institution encouraged and supported
consensus and collaboration. Holly stated, “I think being a small liberal arts college you
really do have the luxury of being more consensus driven because even though it does
take longer, you’re not trying to include thousands of people. You are trying to include a
small advisory group. You can build consensus in ways that are much more manageable.”
According to Alexander, “I think consensus is incredibly effective because without group
buy in, you have alienation, and institutions like this, small colleges, cannot function if
you have alienated constituencies. It takes everyone working together to make a place
function at all. Consensus is key.” Moreover, Alexander highlighted the relationship
building aspect as it related to institutional size. He stated:
I think size matters that you can know more people. You know the same number
of people, but that ends up being a much larger percentage of the people in the
community at a small college, and familiarity can breed mistrust. When you have
a culture that’s functional and relatively trusting and everybody knows everybody
else, I think it sort of cements that trust, and at a university you can’t know
everybody. I don't think you can achieve that level of shared enterprise.

Some Senior Staff members believed that a more bureaucratic and hierarchical
structure would be more prevalent the larger the institution in regards to the decision¬
making process. According to Lola, “Large universities would have been far more
hierarchical and there would have been a lot less conversation and a lot less disclosure.”
Violet agreed, “I have also been on a Senior Staff at a large university and I have watched
it, and it is simply more hierarchical and less collaborative. Essentially at a large
university you are petitioning for Hinds and you make your best case, and hope for the
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best, and who knows how many months later you hear one thing or another.'* Similarly,
Sheila explained:
I think at larger universities the decision-making process could have been either a
lot more bureaucratic or a lot more centralized. We have the luxury of a size that
allows us not to have to deal with lots of layers. With key people together we can
sort through issues; we can come to a decision. You can’t do that in big
institutions because there’s too many people involved. We have the luxury of a
size that lends itself to personalization.

Robert also stated, “I think there would have been less genuine input in a larger
institution. I think that there would have been a process discussed among the leadership
of how do we get the constituencies to come to the same conclusion that we want them to
come to rather than a genuine dialogue about the issues at hand.” According to Larry, the
size of the institution can also affect the level of faculty involvement. He stated, “At
larger universities, faculty are very involved in governance at the departmental level, but
much less so at the university level,” and that was evident at Rutherford College.

The second factor that potentially influenced the functions of a team leadership
approach was the strong emphasis and support of shared governance. President Marshall
explained:
The faculty are absolutely critical. I think we have an extraordinarily positive
relationship with the faculty which is, I think unusual in higher education. We
have been really very solicitude and deferential for their shared role in
governance. Faculty committees are exceedingly good, and the Faculty Planning
and Budget Committee are very well respected and we get tremendous value out
of having the faculty involved in each stage of the budget development. Each of
the major communities has stepped up to the plate about their responsibilities.

Faculty involvement was critical in many different facets of the College operations.
Sharon explained, “Faculty does have sort of a primary role in decision-making. They are
engaged in the whole set of governments, standing committees, and ad hoc committees,
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and as we worked our way through some of those early financial challenges, they were
very present in the decision-making process. There was a lot of transparency around the
financial issues.”
Since President Marshall arrived on campus in 1996, the culture at Rutherford
College supported shared governance. The President and her Senior Staff understood the
importance and the benefits of consulting faculty. Overwhelmingly, Senior Staff echoed
the impact of shared governance. David stated, “Jody realizes that at a small institution,
faculty on board, and not just as a matter of consulting, is important. You get good ideas
that way. Consultation is critical, and it actually makes the decision better. It’s not just a
matter of appeasing some interests group.” Similarly, Larry stated, “I do think faculty
governance is built deeply in the culture here. I think Jody is a strong advocate of faculty
governance.” Violet also explained, “Obviously there is a culture here, but I think that the
President and Senior Staff also influence the culture. It is very much a collaborative
effort, and it is a very open budget planning process. I think the culture is one of
transparency.” Overall, the team leadership approach utilized by President Marshall was
reflective in her support of shared governance. The President and Senior Staff agreed that
faculty needed to be and should be involved in the decision-making process, and over the
past 10 years it has seemed to pay off for Rutherford College.

The third factor that may have influenced the functions of a team leadership
approach related to the women’s college context. Rutherford College “had a proud
history of educating strong, highly principled women leaders who are known for making
a difference in the world,” (admissions brochure) and the female students present and
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past shared in this proud tradition. The loyalty to this all women’s institution of higher
learning resonated in every function of the College. President Marshall explained:
What is wonderful about this College and I think you would find out, many
women's colleges and also probably many liberal arts colleges is the tremendous
loyalty that there is and the engagement support on the part of the alum. The
ability to engage that external constituency and to help to reverse their concerns
about what’s happening to the College was huge, and then they give back in so
many ways. They give money, they support admissions, and they support the
public relations. I mean, they are just a tremendous unpaid team that’s out there in
the prefix.

The history of educating strong women leaders attracted strong women who
embraced empowerment to attend Rutherford. Their inclusiveness was vital to its culture,
which was well understood by the President and Senior Staff. Thus, their input was both
valued and solicited regularly. Sheila explained:
We often use the Student Government Association (SGA), and they’ve created
this neat little mechanism for students called “Talk Back”. What we do is talk
with the SGA first and then they all go into the Residence. At Rutherford there
has been for many decades something called “M & C.” Initially it stood for milk
and crackers. It was an evening snack and we still do it, and so there’s a half hour
time slot where dining services brings in snacks, and it’s kind of a natural moment
to get student’s together to do stuff. And so the “Talk Backs” happen during “M
& C's. The SGA helps manage that, and brings the feedback from all the
discussions back to us. That’s worked really well for a lot of things.

For example, during the recent financial crisis some student services were reduced, which
caused student controversy. Because of student uproar, the President, Senior Staff, and
the students found a comprising solution. Sheila explained, “We eliminated, initially, the
mall/grocery store runs. That was so unpopular that we talked to Student Government and
they agreed that if we restored it they would pay a buck to ride. So we were able to
partially at least fund that restoration from the students doing a little bit of contribution.”
Sheila continued, “You pay for it if you don’t involve the students.”
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Because Rutherford was committed to open and intense inquiry and dialogue and
inclusiveness, the women’s college atmosphere may have influenced President
Marshall’s use of a team leadership style. She believed that all constituents were part of
the campus team, especially the students. Therefore, her transparency was prevalent in
how she kept them informed and involved by often conducting student meetings. She also
posted open office hours in the campus center and invited students, faculty, and staff for
open dialogue (campus newsletter). In addition, the student body was represented on
several administrative committees. Starting with the President and rippling throughout
the campus, the team concept was embedded into the culture at Rutherford College.

The functions of a team leadership approach worked successfully at Rutherford
College and the size of the liberal arts institution, the shared governance, and the
women’s college context may be the influential factors. The small collegial environment
and the strong presidential leadership encouraged a collaborative decision-making
process. This team leadership approach proved to be effective considering the many
financial adversities the College had overcome.

Summary

To summarize, Rutherford College had been dealing with financial crises for the
past 10 years. The four major contributors to the financial crises were: 1) low endowment
compared to peer institutions; 2) increased financial aid for students; 3) challenging
market for women's education; and 4) increasing costs for higher education. However,
the most recent financial crisis occurred between 2002 and 2004 when decisions were
made to reduce and delay salary raises, cut personnel and services, and defer campus
projects due to budget deficits. President Marshall employed her proven and preferred
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team leadership approach to tackle the recent financial crisis. Together, President
Marshall and her Senior Staff effectively utilized the utilitarian, expressive, and cognitive
functions throughout the decision-making process. Dr. Marshall not only relied on the
support, knowledge and expertise of her Senior Staff, she also engaged other members of
the college community. Numerous meetings were conducted with faculty, staff, students,
and specifically with the Faculty Planning and Budget Committee to collaborate on ways
and means of solvina the financial situation. The decisions made were consultative and as
a result, the President and Senior Staff were able to manage the financial crisis in a way
that was both fiscally responsible for the institution and acceptable to the faculty.

President Marshall’s strong commitment to her leadership style helped Rutherford
College through some very challenging financial situations, and her strong leadership has
been recognized. Sheila stated, “Jody cares about how the institution runs, she cares
about process, she is deeply committed to shared governance, and she spends time and
attention to make sure that works.” The presidential leadership team established by
President Marshall worked well together, and although the team was faced with the
recent financial crisis, the President and Senior Staff have reasons to believe that they
will successfully accomplish their goals of The Plan for Rutherford College 2010.

Briarwood College Case Study

The third case study was conducted at Briarwood College in Massachusetts
between July 2005 and November 2005. The researcher obtained data through
documents, interviews, and an observation. The documents included a signed consent
form and a completed demographic form from each participant, an organizational chart of
the administrative staff, College admissions literature, and fact information found on the
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College website. Two rounds of interviews were conducted individually with the
President and each of her six administrative team members. The team members included:
Michelle, Special Assistant to the President; Tom, Vice President of Finance and
Business; Toni, Vice President of Academic Affairs; Laura, Vice President of Student
Affairs; John, Vice President of Development and Alumnae Relations; and Joe, Vice
President of Enrollment and Marketing. The researcher also observed one administrative
team meeting.
The first round of intendews was conducted during July and August 2005. Each
participant was asked the same set of questions regarding the financial challenges, how
the team functioned, and the roles of each team member. In October 2005, the researcher
observed a regularly scheduled weekly Administrative Council meeting. All team
members were present except Toni, Vice President of Academic Affairs. The participants
brought with them a copy of the agenda and minutes from the previous meeting. The
meeting lasted approximately two hours. Following the observation, the researcher
scheduled the second round of interviews with each participant individually in November
2005. During the second set of interviews, participants were asked a different set of
questions from the first interview focusing on how the College culture influenced the
financial crisis situation, how the tough decisions were made, and whether there was
consensus among the team on the decisions made. Thus, in total, 14 interviews with the
entire presidential leadership team were conducted. Seven people were interviewed twice.
Briarwood College

Briarwood College is a small, four-year Catholic liberal arts and sciences college
for women located in Massachusetts. The College was founded in 1927 by the
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Congregation of Sisters of St. Mary and occupies 168 acres of well-groomed land in a
suburban community. Over 1,300 full- and part-time students are enrolled in the
undergraduate and graduate programs. The 23 majors and 27 minors offered at
Briarwood College are housed in five academic centers. These academic centers include
the Center for Communication and the Arts, the Center for Humanities and Social
Sciences, the Center for Health Sciences, the Center for Science and Technology, and the
Center for Professional Studies. The majority of courses have class sizes under 20, and
the student-faculty ratio of 12-to-l assures that the students will receive individual
attention. In addition, campus life encourages active participation in the over 35 clubs
and organizations, along with a competitive athletics program, and a vibrant artistic and
cultural environment.

The mission of Briarwood College revolves around its commitment to educating a
diverse population of women through its strong curriculum that supports an “intellectual
basis from which its students can acquire the values, ideas, techniques, and habits which
will allow continual self-education of a free, independent, and inquiring mind” (college
literature). The College encourages women “to develop her own potential and to cultivate
confidence in her ability to become a positive influence in society” through student
involvement and opportunities to strengthen and develop leadership skills (college
literature). Briarwood College is also committed to and values the Catholic intellectual
traditions, yet welcomes students of every faith and background. This mission is
displayed through the College’s “commitment to a deepening of the spirit, to the value of
reflection, and to sensitivity to the needs of others” (college literature).
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The Financial Crisis at Briarwood College: A Historical Perspective
When Dr. Donna Mitchell became President of Briarwood College in 2001, she
inherited a college that was in a serious financial crisis situation. Although she was aware
of the situation, it was much more serious than anticipated. The College was operating on
a $7 million dollar deficit. Tom, Vice President of Finance and Business explained:
We've been operating with unrestricted operating deficits for many years;
probably well over a decade of some significant size for an institution this large.
In 2001, the year the new management team was in place, I think was our worst
year and we probably had a $7 million deficit on a $25 million budget. At that
time we had about $30 million in our endowment. So if you were losing $7
million a year and fighting that with a $30 million endowment it wouldn’t last for
4 years.

The two major reasons for the financial crisis situation were: 1) spending down
the endowment; and 2) low tuition revenue. Little was done over the years to increase
fundraising efforts and enrollment figures were down. According to John, Vice President
of Development and Alumnae Relations, “Briarwood has been in the red for well over a
decade with issues ranging from spending down the endowment to low tuition revenue.
The net tuition revenue has been flat for quite some time.” The previous two presidents
were Sisters who had minimal management skills and utilized a more hierarchical
leadership style. Laura explained, “Neither of the past two presidents I would say favored
a team leadership approach. Sister Shelly relied on the Vice Presidents, but she was really
the one woman operator. She made decisions, she just shot from the hip, and ran around
and did everything.” Something had to be done quickly to save Briarwood College, and
what the College did was hire Dr. Mitchell.

Within weeks of her arrival, President Mitchell gathered her administrative team
and began strategizing a plan to tackle the financial crisis situation. Immediate action was
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needed if Briarvvood was going to survive, which meant the entire campus community
would be affected. President Mitchell explained the process:
Initially the team, Tom, Toni, Laura, and I went through a planning process here
on campus. We first told our Board in August 2001 of our plan; they gave us the
green light to do a plan, we announced it to the campus in six weeks, we finalized
a plan, and in December 2001 and in January 2002 we laid off a third of the staff.
For the next three years, we never got back to a $26 million dollar operating
budget. We then needed to come up with a plan to show how we were going to
reduce year by year the operating deficit because, even though we laid off a third
and we started reducing it, we still couldn't cut too deep or we wouldn’t have any
academic quality. This year we're now back to about $26 million dollars, but we
have just finished the year with a $3.6 million dollar deficit which is still
awesome, but it's better than the $6.8.

Over the past four years, the College had undergone several major changes, most
notably a reduction in the operating budget and faculty layoffs. The plan designed by the
President and her administrative team involved three major strategies. These strategies
included: 1) restructuring academic programs; 2) expanding enrollment; and 3) increasing
development and fundraising. The first strategy involving restructuring academic
programs had the most significant impact on the entire campus community. Decisions
were made by the President and the presidential leadership team to reduce academic
programs and reduce faculty and staff by one-third. The results of these decisions helped
cut the deficit by approximately $3.5 million dollars, but it also resulted in low morale.
Although morale was low, some of these decisions came from recommendations
forwarded by the Cost Containment Task Force established by President Mitchell. This
task force and others were well represented with faculty, staff, administrators, and
students. According to Toni, Vice President of Academic Affairs, the decisions were
tough. She stated:
Donna set up a series of presidential task forces in the fall of that first year. There
was a Cost Containment Task Force. I participated in that Task Force and there
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was a recommendation that all personnel positions be looked at. No one at that
moment really had faculty in their minds. They really thought it was all staff. The
then dean resigned. I was appointed as interim academic dean. When I walked
into the Board meeting the first week of December, a lawyer was present and
that's when I found out that we were going to declare financial bankruptcy. We
were going after programs and we were going after faculty, including tenured
faculty. I about had a heart attack. All the actions were announced -1 think it was
January 8th. So it all happened very quickly.
The strategic plan to expand enrollment included curriculum innovations and
initiatives. More specially, the expansion of the nursing program and the coeducational
adult learner master's level program accounted for an additional 276 enrolled students
between 2002 and 2004. However, the discussions and debates in regards to coeducation
remained on the back burner. In addition, the strategy to increase development and
fundraising led to a more aggressive fundraising campaign by the Development Office,
increased revenue from facility rentals, and a long-term plan to develop a senior
community center with the East Campus property owned by the College.

The ultimate goal of the plan was to balance the budget by 2008-2009 by reducing
the operating deficit each year since 2001. Confidently, the President was pleased to
report that they had met their goals every year. She stated:
Essentially, we’re right on target. We have every single year met our goals, our
enrollment goals, our combined enrollment goal, that is, we take graduate
students, undergraduate, so some are higher than others or lower as long as we
come up with a certain number and we’ve been on target with that for four years.
At the moment, Briarwood continues to be in a financial crisis, but we’re still
spending down our endowment and we have plans to be operating in the black by
2008.

The initial steps taken to reduce the deficit were effective, but costly to the College.
Faculty and staff lost their jobs and academic programs were eliminated. With millions
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more to save, the road to a balanced budget was sure to be rocky. Reducing the deficit
and regaining financial stability by 2008 required a lot more hard work and sacrifices.

In sum. Briarwood College had a long history of financial struggles and was
surviving on limited resources. The financial stress had been and continued to be pail of
the daily life at Briarwood College. Conversely, however, Tom, Vice President of
Finance and Business, stated, “I think financial conditions of any institution are going to
be sort of a matter of degree and a matter of perception. The College has endured fiscal
stress for sure. Whether it would be a crisis or not might be open to interpretation. We
would certainly use the crisis element of it to help sort of be a catalyst for change.”
Although the College experienced turmoil, President Mitchell and the entire campus
community were committed to regaining financial stability, while reaffirming its
commitment of providing a quality higher education for women.

The Most Recent Financial Crisis: Faculty and Staff Salaries

The most recent financial crisis the President and her administrative team had to
deal with was salary deferrals for both faculty and staff. In 2004 faculty and staff
received no pay raises again. Back in 2002, when the President and her administrative
team, referred to as her Administrative Council (AC), eliminated faculty and staff
positions, they also deferred salary raises. However, in 2003, faculty received a nominal
3.5% salary increase and staff received a 3% increase. Yet one year later, salary increases
were deferred again. According to Tom, salary increases were deferred because “We had
to hit bottom line operating targets after adjusting enrollment projections downward.”
Salaries were the largest item in the budget line and in order to meet operating targets.
President Mitchell knew that deferring salary increases was a viable solution, yet a
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painful solution. She stated, “Probably the hardest decision of all was to determine that
we could not give faculty and staff a pay raise; that's probably been the hardest because
everybody works hard and they deserve additional dollars, but we don't have the money."

As a result, faculty and staff were in an uproar. While their salaries were deferred,
the administration hired two senior administrators, Vice President of Development and
Vice President of Enrollment and Marketing, at very high competitive salaries. Besides
the President, the person hearing most of the complaints was the Vice President of
Academic Affairs. Toni explained, “Last year there was no salary increase. That was
huge. No salary increase with benefits when the employee contributions and benefits
were increasing. It was a very tough time. I think hiring senior people for administrative
posts at competitive rates was difficult, because it was going to make people furious.”

Over the years, the salary pay scale at Briarwood had been extremely low. For
instance, in 2005 the starting salary for a Full Professor was $53,014. Deferring salaries
while administrators were receiving competitive salaries was disheartening to the faculty.
Equity issues between faculty and administrators were of major concern. Toni elaborated:
The faculty are well aware that the senior administrators make competitive
salaries with our counterparts, because the infonnation is public record. This
disconnect between competitiveness of faculty and staff salaries and what the
senior people are making; that was hard to swallow. That sense of inequity I think
is a little insidious worm, because typically Briarwood is; the notion of equity,
integrity, transparency, I mean that’s part of who we are, and it’s not to say that
we haven't been transparent, but I think the concern is that it’s not equitable. If
senior administrator's salaries are competitive, then why isn’t there some sort of
process to address faculty and staff salaries, and indeed Donna is very
sympathetic with that and is setting up a process specifically to address faculty
salaries.

The President and Administrative Council were very concerned with faculty morale. The
faculty’s dissatisfaction with administration escalated during the 2003-2004 academic

198

year when they hired new faculty at a higher pay scale. Torn explained, ‘’It has been a
struggle. One phenomenon is that as key positions are vacated, market rates drive the
compensation of the new hire. Typically, new hires are paid more than their predecessor."
Although the faculty and staff at Briarwood College were accustomed to low
salaries, the give and take approach to salary raises was weighing thin. Not giving raises
in 2002, then giving a faculty a small 3.5% in 2003, and again deferring salaries in 2004
was troublesome. Briarwood College always took pride in its values, and it was important
to the President and AC to stay true to those values when addressing the operating budget
targets for 2004. Michelle, Special Assistant to the President, explained, “Ethically we
had to figure out how we were going to make a decision that was consistent with out¬
values; particularly our social justice values as a Catholic college regarding personnel.”
Together the team needed to find a solution.
The Financial Crisis: A Team Approach
Solving the financial crisis of balancing the budget created by years of low
enrollment and endowment spending was a task President Mitchell knew she couldn’t
handle alone. When she first took the position of President at Briarwood College in 2001,
after open dialogue and discussions with other constituents, she often only consulted with
her Vice President of Academic Affairs and Vice President of Finance and Business on
major decisions. According to Toni, “Donna originally really did depend on me and on
Tom to the exclusion of others. She used to meet with us separately and that was very
early on. Today, the team is really a team.” Over the past three years, very rarely had
President Mitchell made an important decision without discussion and input from her
entire Administrative Council. President Mitchell promoted a collaborative process when
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she first tackled the budget deficit in 2001, and has continued to implement a team
leadership style throughout her short tenure as President. Michelle explained, “This
particular President has a style of team leadership and what that means for her is that the
information required for a decision is usually put on the table with the AC, but the
President is the final decision maker and is not afraid to make decisions.” President
Mitchell’s approach to solving this specific financial crisis was to rely on the knowledge
and expertise of her Administrative Council and the Finance Committee.

Administrative Council
Briarwood College was led by Dr. Donna Mitchell and her six administrative
team members. Hired in 2001, President Mitchell, an alum, was the College’s ninth
President. Much of President Mitchell’s career was in the medical profession. President
Mitchell received her Medical Degree and has been a leader in national healthcare policy.
Prior to her return to campus, President Mitchell was president of a non-profit health
policy, research, and education organization, program director of a Mental Health
Services Program for Youth, Associate Dean and Director of a Public Administration
Program, and Commissioner of a Department of Social Service. Although this was her
first presidential position, she was a proven scholar and leader.

When Dr. Mitchell arrived at Briarwood, the construction of the Administrative
Council was in disarray because positions were vacant or occupied with interims. For
over a year and a half, the former Vice President of Academic Affairs was also the
interim Admissions Director, and due to the downsizing that took place in 2001,
administrators were let go and positions were combined. According to Michelle, “The
real organization started at the top. It was a reorganization of the administrative team.”
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Currently, the presidential leadership team at Briarwood College was made up of five
Vice Presidents and one Special Assistant to the President.

In the President’s first two years, the Vice President for Enrollment Management
resigned, an internal candidate applied and accepted the Vice President of Academic
Affairs position, and a new Vice President of Finance and Business was hired. One of the
original members of President Mitchell's AC was Michelle. Michelle, a respected
colleague, was hired at the same time the President was hired. Also an alum of
Briarwood, Michelle’s title was Special Assistant to the President. Besides assisting the
President, her responsibilities included special projects. Tom, Vice President of Finance
and Business was hired only three weeks after President Mitchell came on board.
Although Tom was hired by the previous college president, he accepted the position after
Dr. Mitchell became President. Tom had a Master’s of Business and Administration
(MBA) and spent most of his professional career in business. His main responsibilities
were to manage and lead all fiscal and administrative affairs.

The two most senior members on the Administrative Council were Laura, Vice
President of Student Affairs, and Toni, Vice President of Academic Affairs. Laura,
another alum, held the position of Director of Student Affairs for 25 years, but had only
been a member of administrative team since President Mitchell reorganized the AC and
changed her title to Vice President five years ago. Toni was a professor in the English
Department for 14 years, prior to accepting the position as Vice President of Academic
Affairs. Her main responsibilities included the faculty, academic staff, library, career
development, academic support services, and the registrar. Unfortunately, Toni was
departing from Briarwood College soon after the researcher conducted the final
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interviews. It was announced at the meeting the researcher observed that Toni accepted a
similar position at a larger institution in the South.

The two AC members hired during the time period of the 2004 financial crisis
decision were John and Joe. John, Vice President of Development, was in the position
nine months prior to the first interview. John was responsible for fundraising and
increasing the endowment. Joe, who was hired only three months prior to the first
interview, was hired as Vice President of Enrollment and Marketing. Both John and Joe
had previous experience in higher education in their respective positions.

The Administrative Council at Briarwood College had gone through some major
reconstruction during the past five years. Some team members experienced the initial
financial crisis and the layoffs, while others only heard the stories. Nonetheless, this team
comprised of the President and six other diverse individuals with an array of experience
and expertise was established by the President to help support her task of leading and
managing the operations of Briarwood College.

The Finance Committee

The Finance Committee was established by President Mitchell soon after she
arrived on campus. This committee, chaired by Tom, Vice President of Finance and
Business, was comprised of seven faculty and staff members. The Finance Committee
had a strong voice and was an advocate for the faculty and staff. This committee was
involved in some of the major decisions made, and was also responsible to keep a check
and balance on the long-term plan to balance the budget by 2008. Tom explained, “The
Finance Committee played a key role in holding the administration to bottom line targets
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despite variances in revenue projections.” Almost all major decisions were made after
discussion and debate with Administrative Council and the Finance Committee.

The 2004 Faculty Salary Decision and Outcome Process

Each fiscal year. President Mitchell and the Administrative Council developed the
operational budget for Board of Trustee approval. Prior to submitting the budget
proposal, many small and large group meetings were conducted to discuss and debate the
figures. This process was customary; however, with the long-term plan in tact to balance
the budget by 2008, each year brought different challenges to the team to find ways to
keep the plan on course. Specifically in 2004, the challenge had a direct financial impact
on the faculty and staff.

In January 2004, President Mitchell met weekly with Tom and Toni to begin
preliminary budgetary discussions. According to Michelle, “Toni as Academic Vice
President and Tom as Chief Financial Officer became sort of the right and left arm of the
President in college administration.” Tom also met individually with each AC member to
review their department’s budgetary needs and requests. Much of the information from
those meetings became discussion and debate items in the President’s weekly or bi¬
monthly Administrative Council meetings. Information from these meetings was also
forwarded to the Finance Committee for their review.

By May 2004, it was evident to all groups that cuts needed to be made if they
were going to reach their operating budget target for the year. After the President and the
AC discussed and debated several solutions, the area they decided to make the most
significant cuts in was personnel. Unfortunately, personnel was the line item with the
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biggest figure in the operating budget. Deferring raises was the decision that made the
most sense, yet the one they tried hard to avoid.
Prior to summer break, President Mitchell held a meeting with the faculty and
staff to announce the proposed operating budget that would be submitted to the Board of
Trustees in June. President Mitchell and Tom grimly detailed the financial status of the
College. They reviewed the budgetary expenses and revenue projections. Tom stated,
“We present often, probably more often than most institutions, to the staff, to the faculty.
You know we’re talking about fiscal stress.” After detailing the figures, President
Mitchell announced that a tentative decision was made to defer salaries to allow them to
meet the year’s bottom line targets.

With reservation, the President and AC submitted the budget proposal to the
Board during the June 2004 meeting. President Mitchell explained:
It was self-evident. We tried; we actually went to the Board and said, “Give us
another couple of months. Let’s see if we can come up with some more dollars.”
All of us worked together and in the long run there appeared to be consensus
because it was so self-evident. There was nobody who said, “We can’t do this,”
because I think the implications of saying we can’t do it meant that we would be
not be following our accreditation. We have a plan before the Board, and a plan
before the community at large that we’ll be in the black by ’08. It would have
meant we would have to prolong that to maybe ’09 or 2010, and we can’t afford
to do that. We have a bigger agenda. We had to balance our budget really on
personnel.

Although the final decision to defer salaries was announced by the President, it
was a collaborative process. President Mitchell understood the importance of gathering
all the information from the various constituencies and the importance of buy-in prior to
making a decision. President Mitchell stated:
I need a lot of information. I need the information about what's going on with the
budget; I need the information about what’s going on in enrollment, what’s going
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on in development, and all of those coming together are why we had to make the
decision. It wasn’t just putting a budget together. It was looking at the trends and
what that would mean.

Laura. Vice President of Student Affairs, explained, “We are all involved in knowing
what the situation is, and Donna is always looking to all of us for any ideas. We spend a
lot of time talking about the budget.”

The entire campus community had been dealing with the financial challenges for
several years, and it was President Mitchell’s leadership style to keep everyone informed
of the situation. Toni stated, “Donna is very committed to transparency.” Similarly,
President Mitchell explained:
My style is to be transparent. I went right out and told the AC and the campus
community. It meant that all the team were going to have to deal with their own
employees and their own staff, and I had to make sure they were all on board, and
we all agreed with this, because they had to go out essentially even more than
myself. I had to tell them they weren’t getting salary increases, because no one is,
but they had to go back out, and they really had to work it out with their staff, and
if they hadn’t agreed to it then we would have had trouble.

Although the faculty were aware of the financial struggles, they were still
frustrated by the decision to defer salaries. One way the President and AC tried to defuse
the frustration of the faculty was to make adjustments in some faculty’s salaries.
According to Tom, “Bonuses were used to reward exceptional performance and some
identified equity discrepancies were corrected.” Conversely, Toni stated:
Donna put in a performance appraisal process, and the merit review opportunity is
working. People don’t like it. But I think it was a very wish of hers to do it, and
we’ve been continuing it. There was a real interest in modifying that process or
making it a much more narrative process or much less toothy because there
wasn’t going to be an increase. Staff really resented it this year, and the fact that
we consistently kept it going and kept our feet to the fire was hard.
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In sum, Briarwood College survived the most recent financial crisis. The College
was not yet out of its financial struggles; however, significant progress had been made
over the past five years. Because President Mitchell, AC members, and members of the
campus community were committed to achieving a balanced budget by 2008, they
continued to endure many sacrifices. President Mitchell explained the process of making
the tough decision to defer salaries. She stated, “It’s the best decision because it really did
reflect that we wanted to try to do something, and we tried. It’s such a difficult decision.
We looked for all of our options. We even delayed making the final decision, but by
August we had to decide because the budgets start September 1.”

Analysis of Team Functions

Analyzing how an administrative team functions is an important process for a
College President or any other leader utilizing a team leadership style. Conceptually
drafting the functions a team can fulfill is critical in attaining its usefulness. To capitalize
on a team's fullest potential, a leader needs to possess strong team building skills and
utilize three functions found to be effective. The three functions are utilitarian,
expressive, and cognitive. These functions encompass the team as a unit and should not
be restricted to functions of an individual team member (Bensimon & Neumann, 1993).
A College President who conceives and exploits the three functions concurrently can
influence the effectiveness of the team and its ability to make valid and rationale
decisions even during crisis situations. At Briarwood College, although President
Mitchell and her Administrative Council utilized the utilitarian, expressive, and cognitive
functions, some functions were not always perceived to be operating smoothly and were
not functioning to its fullest potential. In the following sections, the researcher analyzed:
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1) the utilitarian, expressive, and cognitive functions of the team; 2) the perceptions of
the President and the team members regarding team roles; and 3) how the liberal arts
college environment and the women’s college setting affected how the team functioned.

Utilitarian. Expressive, and Cognitive Functions

Utilitarian Function

In the Briarwood College case, the utilitarian functioning of the team was
illustrated in two ways. The first illustration of the utilitarian function related to
usefulness of the team’s communication system and how information was shared to the
President and AC members. According to President Mitchell and the AC, the
communication system among the presidential leadership team was perceived as good,
yet needed improvement. President Mitchell stated, “Among the members, I think
communication could always get better, but I think we are pretty strong. Our problem is
that we are a strong team and therefore people on the outside sometimes feel excluded."
Joe agreed, “Within the AC itself, communication is pretty good. There’s always room
for improvement. For example, you find that someone is working on something and then
others don’t find out about it until much later on and we should have known that.’’
Likewise, Tom proclaimed that the communication system between AC members was
good, but at times its ineffectiveness was the root of some of their problems. He stated:
Communication is one of those funny things. You talk in terms of continuous
improvements; communication is always one that can constantly be improved. I
think we are much better informed of cross functional activities than maybe more
typical institutions. But, whenever we dissect something that has occurred, very
often we can focus on communications; ineffective communication might have
played a role.
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Conversely, John and Laura interpreted the lack of communication as a
contributing factor to low morale issues on campus. According to John, “The most
important thing to happen in a financial crisis situation in my mind is to have the lines of
communication way open.” He continued:
In small schools, they will say, “We have the communication down because we
are small.” I would say the bigger schools I have worked at were much better at
communication than your small schools because they said, “Look, we are huge.
We have got to communicate so we could set these things in place.” All
communication happens this way, and it worked. The small schools were terrible
at it.
John also stated, “Communication among AC members varies from individual to
individual. Some people are great communicators and others are not.” Laura concurred:
I think the communication could be better, and that is very important and one of
the reasons that people have some issues about our credibility or wonder if we
really know what we are doing, because we don't know how to speak to one
another. Either our decisions aren’t being communicated effectively or they are
really miss communicated and there is a lot of confusion.

Although there were mixed perceptions among the team members regarding the
communication system, the team regularly shared information with one another through
electronic mail, phone, individual meetings, in their bi-monthly AC meetings, and during
their yearly two-day retreats. Laura explained, “As individuals we communicate almost
on a daily basis. We certainly communicate daily by email or phone. I probably see the
other Vice Presidents at least a couple of times a day and have conversations, and on a
regular basis, we meet as a group every other week.” According to President Mitchell,
“Beside our weekly AC meetings, we also have a retreat. We’ll go away for a day or two
to plan and discuss important issues.” On occasion, these retreats have included a
facilitator to help the team work together better and improve their communication
system.
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Specifically, the bi-monthly meetings were helpful for information sharing.
Routinely on the agenda was time designated for each AC member to give departmental
updates. The format of the AC meeting wras discussed at the most recent retreat because
one of the team’s goals was to improve its communication. As a result, the team decided
to revise the meeting format. The new format required AC members to submit agenda
items to Michelle, Special Assistant to the President, and agenda items need to include
detailed information. Toni explained:
We just went away on a retreat and made a decision that we wanted more
accountable agendas so when somebody brings something to Michelle who has
been pulling it together for us, they have to not only bring the agenda item, how
long are things going to take for us to talk about at AC, and what they need from
us. Also, who's going to be the responsible person to take it on, and who needs to
be supportive and helpful so that we’ll have a timeframe of when it needs to get
done.

During an observation of an AC meeting in October 2005, the researcher
witnessed the effectiveness of the new format and perceived the improved
communication system among the President and AC members. Everyone brought a copy
of the agenda and minutes from their last meeting. The detailed agenda included items for
discussion, the source, purpose, features and/or communication requirements, estimated
time for completion of the task, and a list of AC members needed for collaboration on the
item. It was evident the team wras making progress to improve its lines of communication.
Nonetheless, all team members agreed there wras room to improve both internal and
external communication to get the most utility out of the team.

The second illustration of the utilitarian function was displayed in how the team
utilized a consensus decision-making process to enhance the quality of decisions made.
Although some AC members believed that a consensus decision-making process was
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time consuming, making difficult decisions by processing information from various
constituents and gaining consensus helped make for better informed decisions. For
example, critical in the decision-making process to defer raises was gaining consensus
from the team. According to Toni, “Donna really prefers consensus. If she can't get
consensus, she will make the decision as a good leader should, but she mostly gets
consensus.” From Michelle’s perspective, the team hammered out all possible solutions
prior to making a decision to defer faculty raises, yet when the decision was made, the
team was all in agreement. She explained:
By and large I would say on the major issues requiring major decisions, like
faculty raises, we really act like a group of type A people and duke it out in this
room until we get to a position together on the issue, and the President will make
sure that when the decision is made we are all together on it.

Yet, several AC members expressed the time factor involved in consensus
decision-making. Tom stated, “I wish as a team we responded quicker with probably a
greater sense of urgency.” John agreed, “I wish things moved faster here.” Analytically,
John continued:
As a team, we go down this path and we have all these discussions and that is why
certain team members get very verbose and it is like, “Let’s just boil this down
and make a decision.”

Although the team supported a consensus decision-making process, functionally
they needed to find a more productive and effective way to move the process along. Joe
stated.
I think Domia isn’t quite as focused on one thing. She’s much more collaborative,
and wants to hear everybody’s voice and that you know gets sometimes linked to
less decision-making because we're trying to incorporate everybody’s voice as
opposed to saying here’s what’s in the best interest in the institution.
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Joe continued to express his concern over the lack of efficiency in the decision-making
process. He stated:
That can be a tremendous strength; we are all in this together and we
part. The downside of that is that sometimes somebody needs to step
“This is what we are going to do.” It is not as much indecisive, but it
on a direction and going. It is at a standstill for a little bit longer, and
reaching a point where we can't be in a standstill anymore.

all have a
up and say,
is not taking
we are

Toni also explained:
We are trying very hard to make ourselves more orderly. The problem is that a
consensus collaborative process is not necessarily linear. It is like when are the
decisions actually made? Is this a decision or is it not? If it is a decision, when is
it going to be implemented? We need to probably migrate into that reality of the
more linear tidy orderly function that a different kind of decision-making style
would generate. We are trying to do that, but we haven't done it effectively.
That’s the downside. On the good side, I think collaboration is absolutely saving
Briarwood College.

Laura advised one way to help with the orderly function of the team. She stated, “I think
what we need to do better is we keep things on our agenda over and over again, and we
have to have more of a check list.”

Despite the consensus approach, eventually a decision needed to be made. John
explained:
I honestly believe that if you tell a group, like the AC at any school you have six
months to make the decision on X, Y, or Z; at 5 V2 months you are going to say,
“Okay, now we really have to make the decision.” And if you say, “Okay, you
have two weeks to make this decision, you get the same decision. People will
operate in the timeframe you give them.

Conversely, Laura felt that taking quality time to make a decision was vital. She stated,
“Sometimes I think we move too fast, and then we have to pick up the pieces after. I
would rather not have any pieces to build on. I would rather; let’s be clear about what we
are doing, and do it.”
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One component of the utilitarian function that was lacking at Briarwood College
was a definite strategic plan. For example, was the plan to increase enrollment by
admitting male students, or was the plan to increase enrollment by aggressively recruiting
more female students? The AC members agreed that their teamwork and decision-making
would be strengthened by such a roadmap. They also believed a strategic plan would
make the team work more effective. The lack of direction and the absence of a real
strategic plan were hindering their progress for growth. Toni explained, “We need a bold
vision and a strategic plan. I mean, it is a chicken or an egg but we don't really still have
a strategic plan.” Joe, who was recently hired as the Vice President of Enrollment and
Marketing, proclaimed, “We keep talking about how we have a strategic plan, but I have
yet to see it. The strategic plan is to grow enrollment, well, you know that’s not a
strategic plan, that’s a goal.” Joe continued:
My only frustration is a lack of definite direction, and we’re trying to gather that
now. We have consultants who are doing all kinds of research for us right now to
give us an idea of how we are perceived in the public. You want for that
information to come back and you formulate a plan from that, but a lot of money
in the last few years has been spent on consultants and resources. It’s really time
to stop researching and start doing. I hope that within six months we’ll be ready to
say, “This is it. Now the train is going and we're going in this direction.
Everybody is welcomed to join us, if not there’s the door.”

John also agreed that Briarwood was struggling without a strategic plan, and although he
wasn’t a process-oriented person, he believed going through the process of creating a
strategic plan was crucial for the College. He explained, “I think process is highly
overrated or process for process’s sake. I think there are times when you need process. I
think a strategic planning process is essential. I think we have not carried that out as far
as we should." Thus, while there were conflicting perceptions regarding the efficiency of
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the decision-making process, the President and AC members agreed that collective
decision-making was an important function of the team.

The utilitarian was functioning at Briarwood College in how the team
communicated information with one another and how they engaged in a consensus
decision-making process. Specifically, the present members of the Administrative
Council worked together to assist President Mitchell with the daily operations of the
College, and they helped her make quality decisions during the financial crisis of 2004.
Collectively the team agreed on a solution that helped insure that the College reached its
budget operating targets for the year. However, operationally it was evident that the
presidential leadership team needed to improve their communication system and the
effectiveness and efficiency involved in the decision-making process. Nonetheless,
President Mitchell supported and encouraged a team leadership approach in operating
Briarwood College, which influenced the AC’s support for one another and their
commitment to the mission of the College as displayed in the expressive function.

Expressive Function

The expressive functions of the presidential leadership team were illustrated in
two ways. The first illustration of the expression function related to how the team
operated within and reinforced a collaborative and supportive system. President Miller’s
leadership style created and modeled a collegial environment that was welcomed by her
administrative team. Toni explained:
Donna has been good about promoting collegiality. In other words, it’s okay to
fail. If you’ve taken a risk it’s okay and you don’t get blamed for the failure and
even more importantly, we’re all there to be one another’s support system. If I
need, even if I don’t know I need the help, if Tom sees me needing help, he would
step in and help me. We’re very good about that. We’re not a competitive group.
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Tom agreed, “I think we have an extraordinary team concept here, probably more so
perhaps than people might envision it. We work together inside and outside of AC. There
is an awful lot of collaboration that goes on in help and guidance and brainstorming with
each other.” Likewise, Joe expressed, “It is a good strong team going forward. Most of
the members here are good at what they do and are good at being a team player.” He
continued, “I have only been working here for three months, but I have yet to feel like I
am working alone. I mean, very much as a team, but also small groups.”

Conversely, some members of AC expressed concerns about the President’s team
approach. Although Joe earlier expressed how much he thought the team worked well
together, he also expressed some reservations. Joe stated, “I honestly don’t think we have
a style yet as a team.” He continued:
I think collaboration is a strength and a weakness in that the President absolutely
wants everyone involved. She has said on numerous occasions that we are a team
and I need my team there together.

Laura expressed similar reservations, “I think we get along. I think we work well
together.” Some concerns regarding how the team functioned collaboratively could have
been caused by a lack of strategic planning from the President as perceived by some AC
members, and the fact that the complete team had only been functioning together for
three months. Toni eluded, “I think it takes time to build a team.” Nonetheless, the entire
AC was dedicated to the team concept and committed to the mission of the institution.

The second illustration of the expressive function was evident in how committed
each team member was to the mission of the College and to balancing the budget. AC
members understood and valued the College’s philosophy of providing a quality
education for women, yet they also understood its financial challenges. Together, the
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administrative team stayed focused on the mission and on achieving fiscal equilibrium.
According to President Mitchell, the social structure of the AC worked well because of
the “openness, priority of mission, and loyalty’* of its members. Consequentially, three of
the seven members of the Administrative Council, President Mitchell, Michelle, Special
Assistant to the President, and Laura, Vice President of Student Affairs, were alums of
Briarwood College. Regardless, Tom agreed that the commitment level to the mission
was high among the entire AC. He stated, “I think what helps is that we are all committed
to the mission of the College and for a variety of different reasons.” Similarly, Joe stated:
Everybody is committed to the College and the mission. It is difficult to work on a
team where not everybody believes in the mission or cares about the mission. I
really believe everybody on this team is committed to the institution, not to the
individual.

In regards to the financial status of the College, the entire AC was committed to the
institutional goal of balancing the budget by 2008. President Mitchell stated, “We are on
target and we have plans to be by 2008, operating in the black.” The shared commitment
to the mission and goals of the institution impacted the decision made by the team to
defer raises in 2004. Keeping focused on the long-term goal of regaining financial
stability helped make a difficult decision easier to swallow.

Although team members voiced some reservations regarding communication and
style, everyone, including President Mitchell, valued teamwork and was committed to
improving the expressive functions of the team. Having two new team members on board
and with Toni soon leaving, the need to improve teamwork and the collaborative system
has become even greater for the entire Administrative Council. Toni explained, “I think
Donna is working on a theme where we’re more collectively engaged in one another’s
areas. She is working on figuring out how that might work.”
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Cognitive Function
The cognitive function of the team was effective because the President and her
AC valued each other’s input and opinions, and discussions and debates were
encouraged. This function enabled the team to view the College’s financial crises from
multiple perspectives. Toni explained, “What is really nice about the way we function as
a team is that we appreciate one another’s view point.” She continued, “There is freedom
to debate one another without the fear of reprisal by our colleagues or by Donna.”

The candor and transparent environment created by President Mitchell allowed
AC members to express freely their knowledge, experience, and expertise. Joe explained,
“It’s just basically Donna’s style is very open. It is what it is, let’s talk about it from
different perspectives; what are we seeing, what are we hearing, what direction do you
think we need to go?” Tom agreed, “The style that Donna encourages is that we sit
around Administrative Council and debate issues and disagree and agree to disagree, but
by the time we are done, we seek unanimous decision, but sometimes we don’t get it, but
once we leave that table we are all speaking of the same voice.” President Mitchell
emphasized how important it was for her AC to be on the same page and to be operating
as a team. She stated, “Loyalty is a big thing for me. We may not always agree, but when
we finalize it, we have come up with a path, and what goes on in here stays in here.”
However, John hesitantly expressed:
I think there is a sense here that everybody has a voice that they can share and
they do, as it should be. But, I also think because there are so many varying
opinions it paralyzes us; paralysis by analysis. We want to analyze everything and
not go too far down one road and that has hindered some of our decision-making.
We make decisions; we start to go down one path and then we stop because
somebody was upset by that; we just stop everything and reassess, reanalyze, and
then maybe go a different direction and then stop.
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Similarly, Joe expressed:
I think we talk about some of the issues, but then we never resolve them. We
never really make a decision because I think the leadership isn't ready to make
those decisions to say, “Okay this is what we’re gonna do.” If you think that's
best, go ahead and do it. We just struggle with that. It’s not from a lack of good
intentions on people's pail, they're all good people and I really enjoy them,
personally and professionally. But as a team, we go down this path and we have
all these discussions. We continue to vacillate, the washing machine that goes
back and forth back and forth.

Although some AC members felt the team had a tendency to over analyze
problems and solutions, all agreed that sharing and listening to other viewpoints was an
important and valuable process in decision-making. The atmosphere created by President
Mitchell supported discussions and debates. Michelle stated, “People talk straight to each
other. That is one of the great virtues of this President and of the team approach as she
conducts it.” Thus, the team was functioning in such a way that multiple viewpoints and
ideas were discussed and improved decisions. However, some felt the team would be
more cognitively effective if it was clearer where debate should end and decisions be
made.

At times, the presidential leadership team at Briarwood College struggled
utilizing its utilitarian, expressive, and cognitive functions to its fullest potential.
However, parts of the functions were utilized effectively. Collectively, the President and
her administrative team: 1) employed a useful communication system; 2) used a
consensus decision-making process for making quality decisions; 3) maintained a
collegial environment that reinforced teamwork and a collaborative and supportive
system; 4) acted in ways that showed they were completely committed to the mission of
the College; and 5) appreciated one another's viewpoints, which facilitated better
decisions. Since Dr. Mitchell became President of Briarwood College, tremendous strides
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had been made to turn the College around financially. Their goal of operating in the black
by 2008 may soon become a reality. Yet, the keys to fully implementing a team
leadership approach and resolving these functions issues may be continuity and
consistency within the team. When the researcher began interviewing at Briarwood
College, the presidential leadership team had only been working together for less than
one year, and Toni, Vice President of Academic Affairs, was soon leaving and an interim
was planned to fill her position. Ongoing team building training could also help improve
their communication system with one another and with the rest of the campus
community.

Perceptions of Team Roles
After researching the team leadership style used by President Mitchell, a specific
theme was apparent in the team member’s perception of their roles and the role of the
President. In regards to the team’s perception of their roles, each team member expected
others to be supportive and work collaboratively. Laura stated, “I think the
Administrative Council has been vigilant and we work very well together.” Joe agreed,
“We keep an eye on each other and take care of each other.” For instance, Joe explained:
John in Development, he and I are working on some marketing strategies. What I
do in terms of recruiting a type of student effects alumni and vice versa. Our
alumnae involvement effects my recruiting so we do a lot of things together. Tom
certainly, the VP of Finance, is always kept in tune of what we’re doing and we
look to him as far as our financial resources and what we can and cannot do.
Laura, in the stand point of Student Affairs, getting students involved and how
they can help us in the recruiting process has been a big help.

John stated, “People have stepped forward to help. I mean, if they called me in five
minutes and said we have to have an AC meeting, I’d go. I view that as my top priority. I
have to raise money for the College, but the AC, that’s the unit. We work to support
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Donna." Similarly. Tom stated, “People on Administrative Council seem to have an
interest in other areas and can bring some insight that's often helpful."

Specifically on financial matters, all AC members, including the President, agreed
that it was Tom, Vice President of Finance and Business, who was mainly responsible for
the finances, and it was their role to assist him with balancing the budget. Joe explained,
“Tom for the most part takes the leadership role in finances, but we each have a part in
contributing money back, as far as budget cuts or contributing ideas to revenue sources."
President Mitchell concurred, “Tom had the major overall responsibility of putting all the
data together and all of the financial projections.” From Toni's perspective, Tom was
“the gatekeeper, essentially the comptroller and the entrepreneurial spirit for things nonacademic." She continued, “Yet, it doesn't mean that we don't have input and opinions
on the budget.”

In regards to their perception of the President’s role, unanimously the AC
expected President Mitchell to be a strong leader who listened and respected the
knowledge and expertise of her administrative team members. Toni declared, “I like the
ability of a President to deal with strong leaders. I like the ability of a President who can
respect the strengths and as best one can trust the wisdom of those colleagues, but do the
critique; Donna does an exceptional job.” Joe agreed, “One thing I do really appreciate is
that she’s not a micromanager at all. Donna is very comfortable in who she is, what her
strengths are, and what the strengths of her team are and letting them do the things they
need to do to get the job done. That part has been a blessing.” According to Tom,
“President Mitchell is a coach and a mentor and constantly helps develop and foster that

219

collaborative spirit.” He continued, “I believe that what the President has done is put
together a team that can nan without being told what to do."

President Mitchell perceived her AC as loyal and committed team members who
work together to keep the mission of the College going strong. For the President, open
and honest communications were key components to that loyalty. She emphasized:
I’ve always said and they know it’s true, that they can come in here and tell me if
I’m wrong or this is the best way to do it. When we make a decision, we can yell
at each other as family. I hope it’s not too dysfunctional, but whatever goes on in
here, it ought to be as open and put as much information as we can on the table.
Loyalty is a big thing for me. You can come in and give me bad news; I want you
to tell me. I don't want you to come in and say, “Everything’s fine. We’re
meeting the goals” and then boom. Then I will get angry, and we all feel betrayed.
So our feeling is bring it all here; we'll try to do the best we can with it.

As a team member. President Mitchell viewed her role as multi-purposed. First,
she believed she was responsible for overseeing the communication system between the
AC members. She stated, “My role is to make sure that we communicate and that the
information is shared.” Secondly, President Mitchell perceived her responsibility was as
the liaison to the Board of Trustees. She explained:
My role is the external one, particularly with our Board and that our Board gets to
know each and every one of the AC. The AC each have a committee, and they
come to all of the Board meetings, and the AC have a relationship with their
respective and some are closer than others and the big message I give them is one,
I don’t want any surprises. I don't want to hear about something somewhere else.
You get in here if there’s problem. I want to know so I can manage them much
better.

Other roles President Mitchell perceived she played were coach, supporter, and
motivator. President Mitchell stated, “I also see my role as coaching. Some of them are
more experienced than others in managing their staff, so we have individual sessions
where we work on coaching and how you manage and how you do a performance
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appraisal, how you manage to help your staff to see a more matrix organization.” She
continued, “I also keep them energized and focused on getting the job done." Lastly, she
stated:
It's my role to also encourage them in personal development. Fve encouraged
them to have national stature in organizations because that's positive for
Briarwood and also they bring back good information for us. I think part of my
role is to make sure they, particularly the younger folks, get the opportunities. It
was my experience that it was great when I had coaches and mentors that just
pushed me.

In the four-year period that Dr. Mitchell has been President, she has perceived her
role as multi-purposed. As leader, the roles she perceived she played were coach,
supporter, mentor, and motivator. In regards to her presidential leadership team, she
expected them to be loyal, honest, and committed to the mission of the College.
Administrative Council members perceived their roles as team members who supported
one another and worked collaboratively. Being a strong leader who also listened and
respected the knowledge and expertise of her team members were the expectations the
AC had for their President. These perceptions and expectations may help the team in their
efforts to reach their overall goal of operating in the black by 2008.

Influence of Liberal Arts College and Women's College Setting on Team Functions

Since its founding in 1927, Briarwood College has been a small liberal arts
Catholic institution for women committed to educating a diverse population of women
through its strong curriculum. The type of setting and the all female environment may
have been contributing factors that influenced the team leadership style utilized by
President Mitchell. Specifically, the three potential contributing factors that influenced
and affected the functions of the team leadership approach included: 1) the institutional
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size and how it facilitated a collaborative decision-making process; 2) the role of faculty
governance in the decision-making process; and 3) the women's college context.

The first factor involving the institutional size and how it facilitated a
collaborative decision-making process affected the administrative team both positively
and negatively. From a positive perspective, Joe stated:
I’ve worked at a public institution and worked at a private institution, and one of
the things about this administration is that it has tried to be more inclusive than
I’ve seen at other institutions. At the public institution I was at there were unions
involved. There were three different unions on one campus, and that made for an
interesting time, but there were certain governances that required all of that. Here
there isn’t a union, there’s tenure, but there aren’t any unions so we try to be more
collaborative and there’s also a sense here that everybody has a voice that they
can share and they do, as it should be.

Similarly, John stated, “Large universities are much more top down power when it comes
to making decisions.” According to Tom, the financial stability of the institution could
also affect the collaborative process more often utilized at smaller, independent colleges.
He stated, “I’m not so sure that a large institution with a different governance process
would be facing the same financial pressure that we had faced. I think that our financial
stress is endemic of smaller independent institutions that might have less bureaucracy
perhaps than a large institution.”

From a slightly negative perspective, Michelle explained, “When you are a small
liberal arts college things are intimate and up front. You are dealing with people. It is a
little more intense with the small circle of administrators. Likewise, it can be more
intense and be very significant if the faculty have different opinions.” Laura also stated:
I don’t think the faculty would view our leadership as collaborative at all. Faculty
might say, “Oh yes, they are collaborative among themselves,” But they would
certainly not say that we are collaborative in involving them. That is a major bone
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of contention right now, and a lot of it is because of our financial situation. I think
people are worried about our future.

It was evident that AC members had mixed feelings regarding the collaborative decision¬
making process. Much work was still needed to resolve some of the conflicts between
administration and faculty.

The second factor that potentially influenced and affected the functions of a team
leadership approach was the role of faculty governance in the decision-making process.
Administrative Council members felt that the faculty at Briarwood were holding the
administration back from making and implementing decisions. Faculty also falsely
perceived their lack of involvement in making decisions. Joe explained:
I think if you ask faculty they would tell you that they are not getting a lot of
input. Yet we involve them in everything. We try to keep them informed about a
lot of stuff, but if we don’t tell them what they want to hear then they feel like
they haven’t been heard. They have been heard, it’s just the administration feels
that we’ve got to go in this direction.

Toni expressed similar sentiments regarding the faculty. She stated:
There has been a tradition at Briarwood for many, many years that the faculty in
particular are partners in the decision-making of the institution, and they’re not
feeling like partners right now, but they are. I mean their opinions are sought; they
are valued.

Tom also proclaimed:
In some degree, given the culture, if you don’t go through the effort of making
sure that you follow the governance or that the governance is appropriate and
everybody’s bought in, even though without it you might make a decision in a
week, getting it implemented is another story. It’s one thing to make a decision;
it’s another thing to have the institution buy in to executing that decision.
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The opposing perspectives regarding faculty involvement in the decision-making process
caused much concern among the AC. The financial strains were taking its toll on both the
administration and the faculty.
The third factor that may have influenced and affected the functions of a team
leadership approach related to the women's college context. Briaiwood College had
always had a commitment to educating a diverse population of women and encouraged
each woman “to develop her own potential and to cultivate confidence in her ability to
become a positive influence in society” (college literature). However, late in the research
study, enrollment concerns were escalating and enrollment numbers and tuition revenue
was not growing quickly enough to help defer some of the financial concerns. Therefore,
it was announced that the College was initiating a coed feasibility study. According to
Toni:
The decision to do the coed feasibility study was hard because Donna had been
outspokenly and consistently in favor of a women's college. And in fact has made
the statement that if the College went coed then she would no longer be President
because her commitment was to a women's college. I think the faculty are very
happy that we're doing the feasibility study, but the Board and many on the senior
team aren’t happy and really prefer the women’s college. We really think we can
make it work; we just think the window is getting closed too tightly that we’re
just not going to have enough time to pull it off as a women’s college.
The results of the feasibility study could completely change the culture and
climate of the institution. Yet, from the perspective of some faculty and AC members,
going coed may be what saves Briarwood College and helps revitalize its identity. Joe,
Vice President of Enrollment and Marketing, explained:
I think now the President reached the point where she realizes that may be it’s
something that we absolutely have to explore. From John’s area in development
and my area, it is crucial that we get around the conceptual idea that is Briarwood.
We’re just not getting the enrollment and it’s deeper than that. The bottom line is;
one of the things we talked about was we need to be united in our marketing plan.
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I can't be out there trying to sell the College as one thing and have the faculty and
staff sell it or talk about it a different way. The real issue is that we don't have an
identity. Nobody can look at us from the outside world and say Briarwood is this.
They don't know what it is, so we have to be out there.

Although the feasibility study would be conducted by an outside consultant group,
President Mitchell was steadfast in utilizing her team leadership approach by involving
her AC and the entire campus through the process. She stated, “I can’t imagine not
operating as a team.”

The women's context played a vital role in influencing the team functions.
Specifically, the decline in enrollment at all women's colleges was a major reason
Briarwood was in the financial difficulty to begin with. Regardless, the distinct mission
of educating a diverse population of women was what attracted team members to work at
Briarwood College. The team leadership approach utilized by President Mitchell and her
AC was also in part a way of modeling the College’s mission of helping their female
students develop and strength their empowerment and self-actualization skills.

Summary

To summarize, dealing with financial constraints and crises had been habit for the
entire campus community at Briarwood College. The two major contributing factors to
the financial crises were: 1) spending down the endowment; and 2) low tuition revenue.
However, the most recent financial crisis occurred in 2004 when faculty and staff salaries
were deferred. Utilizing her customary team leadership style, President Mitchell and her
administrative team agonized over the decision not to offer salary raises, yet the team
succeeded in reaching the operating budget targets for the year, and more importantly,
stayed on track with their long-term goal to balance the budget by 2008-2009. Although
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the utilitarian, expressive, and cognitive functions were utilized throughout the decision¬
making process, some functions were at times perceived to be dysfunctional and not used
to their fullest potential. Nonetheless. President Mitchell was transparent and
collaborative. She conducted meetings and gathered information from her Administrative
Council and the Finance Committee and also other members of the college community.
Involving the various campus constituencies was important to President Mitchell and
vital in obtaining buy-in prior to making a very difficult decision.

Given the financial status of the College, the presidential leadership team at
Briarwood will continue to be faced with financial crises situations, and the faculty, staff,
and students will again be asked to operate with limited resources and make additional
sacrifices. However, in the past five years, the amount of progress made in the financial
turnaround of Briarwood College has been impressive. Much of the credit belongs to the
strong leadership of President Mitchell and her administrative team. As Tom, Vice
President of Finance and Business stated, “I think what I have been telling everybody for
years here is that one of the greatest motivations is to be pail of this team that’s offering
this great turnaround.” Yet, vigilantly he continued, “We still have a long way to go with
a lot of hard work.”
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CHAPTER 5

CROSS-CASE ANALYSIS

This study was designed to explore the decisions and behaviors of three liberal
arts college presidents utilizing a team leadership style during a financial crisis situation.
The research questions guiding the study explored the functioning of leadership teams
including their expression of utilitarian, expressive, and cognitive function, and the
team's cognitive complexity. The research questions also dealt with how the teams
considered the crisis from multiple perspectives and processed information. Also, the role
of the liberal arts college presidents and their team members who utilized a team
leadership style, and the aspects of the liberal arts setting, women’s college context, and
shared governance that influenced team leadership functioning in a financial crisis
situation were explored.

Qualitative methods of research were used in this study. A multiple-case study
design was used to provide rich descriptions of how and why team leadership functions
effectively in liberal arts settings during financial crisis situations. In addition, the
multiple case study design allowed the investigator to cross analyze the findings from
each institution to show generalizations, discover commonalities and differences, and
build themes that conceptualized the data from all cases (Bogdan & Biklen, 2003;
Merriam, 1998).
Three college presidents of liberal arts colleges and their administrative teams
were purposefully selected based on the president’s use of a team leadership style during
a recent financial crisis situation. Data were collected over a five-month period through
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interviews and observations with each president and administrative team member.
Written documents, such as college brochures, meeting minutes, and demographic
information, were also obtained. Two individual interviews were conducted with each
participant. The first interview was conducted prior to observing a team meeting, and the
second interview followed the observation. A total of 52 interviews and one observation
at each institution were conducted. The interviews and observations were transcribed into
text for data analysis. A singular and cross analysis was completed for the three case
studies.
Analysis of the data attempted to interpret the perceived effectiveness of the team
leadership style, and the team’s internal and external functions as it related to the
institution’s performance, as well as explore any similarities and differences in the team's
composition and operation during a financial crisis. The team's culture was also analyzed
to interpret how it worked, gathered information, solved problems, and made decisions.
While not planned as part of the research design, the three case studies had several
similarities. The college President at each institution was female, the three colleges were
all women colleges, and they each experienced a similar financial crisis - reduced or
deferred faculty and staff raises.

Three levels of analysis were used on the interview and observation data. First,
microscopic analysis was used to identify relevant themes. Second, open and axial coding
helped to clarify themes and identify relationships among themes. Third, a coding scheme
was used in revealing contrasts and comparisons of themes. This coding scheme was
guided by the literature on qualitative research (Bogdan & Biklen, 2003; Merriam, 1998;
Morse & Richards, 2002; Patton, 2002). Memos and graphic matrices were frequently
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used to help organize analyses and help sort out the similarities and differences among
themes (Morse & Richards, 2002; Patton, 2002).

After analyzing the contextual variables from each of the individual case studies,
a cross-case analysis helped build abstractions and identify themes across the three cases.
The cross-case analysis enabled the researcher to respond to the research questions by
comparing and contrasting the findings across the three institutions. The remainder of this
chapter presents discussion of the cross-case analysis.

Presidential Leadership Teams Functioning in a Liberal Ails Setting: Real or Illusory?

According to Bensimon and Neumann (1993), a “real” team exists when a
presidential leadership team enacts all three team functions (utilitarian, expressive, and
cognitive) rather than one or two. An “illusory” team exists when the team is functional
in only one or two of these areas. Based on the literature, all three presidential leadership
teams in this study functioned as “real” teams. However, the levels of effectiveness of
each of these functions were not discussed in the literature. From the researcher’s
perspective, the levels of effectiveness varied on a continuum within each functional area
for each of the three teams. The continuum of effectiveness for functioning as a “real”
team ranged from the midway point or neutral point of the scale to the far right indicating
highly effective functioning.

The Presidents and the administrative team members at Oak College and
Rutherford College utilized the utilitarian, expressive, and cognitive functions to their
fullest potential. Both President Marshall and President Miller conceived and exploited
the three functions concurrently, which influenced the effectiveness of the team and its
ability to make valid and rationale decisions during their recent financial crisis situation.
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Conversely, the presidential leadership team at Briarwood College functioned as a “real"
team; however, the functions at times were not operating to their fullest potential or
completely effective. Analyzing each of the three functions highlights the similarities and
differences in their usefulness and effectiveness.
The Utilitarian Function of the Three Teams

In regards to the utilitarian function, the researcher found several themes across
the three institutions. All of the teams were effective to some degree in sharing
information, working collaboratively, and making people feel valued in the decision¬
making process. Each of these utilitarian functions improved the quality of the decisions
made. However, the effectiveness and usefulness of sharing information among the three
teams varied across the continuum. Oak and Rutherford College were on the far right end
of the continuum, while Briarwood College was closer to the midway point.

At Oak College, consensus revealed that the President and the team members
communicated often. Robert, Dean of Admissions and Financial Aid explained, “It’s
rather amazing how much information gets shared at the DR level. In terms of crossfunctional silo dialogue, it's really quite amazing because it’s so frequent.” Likewise, at
Rutherford College, President Marshall relied heavily on her Senior Staff for sharing
information. According to Sharon, Vice President of Finance and Business, “She is
someone who has created a team that collaborates in a very strong way. She really listens
and closely tries to evaluate and weigh the information that we are giving her.” Although
the three Presidents valued and solicited information from their team members, the team
at Briarwood needed work in this area. At Briarwood College, the President and the AC
believed that information was shared and they did communicate with one another.
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However, at times there were still gaps in communication between functional areas, and
improvements were needed. For example, if a team member was working on a particular
project that could impact other team members, sharing the information before rather than
later would be more helpful to the team. Tom, Vice President of Finance and Business,
explained:
Communication is one of those funny things. You talk in terms of continuous
improvements; communication is always one that can constantly be improved. I
think we are much better informed cross functionally than maybe more typical
institutions, but whenever we dissect something that has occurred, very often we
can focus on communications; ineffective communication might have played a
role in that.

Laura, Vice President of Student Affairs, also felt strongly about the Briarwood team’s
ineffectiveness in communication with faculty, and perceived it as a contributing factor to
low morale issues on campus. Two major examples of ineffective communication with
faculty were when high salaries were given to newly hired administrative staff members
at the same time faculty salaries were deferred, and the decision to conduct the coed
feasibility study. She stated:
I think the communication could be better, and that is very important and one of
the reasons that people have some issues about our credibility or wonder if we
really know what we are doing, because we don’t know how to speak to one
another. Either our decisions aren’t being communicated effectively or they are
really miss-communicated and there is a lot of confusion.

From the researcher’s perspective, potential reasons for the communication
problems at Briarwood could be the short length of time in which the members had been
operating as a team and the current controversy over the coed feasibility study, which
could impact the culture of the College. The eleven members of the presidential
leadership team at Rutherford College had been together for over two years, and all but
one of the seven team members at Oak College had been working together for over tw o
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years as well. These two teams had leaders who cultivated an environment that valued
and supported information sharing and they also had the time to develop a strong
communication system. The presidential leadership team at Briarwood is aware of their
communication problems and will undoubtedly make the necessary improvements,
especially considering the fact that a new Vice President of Academic Affairs will be
hired to replace Jenny who was leaving Briarwood College for a similar position at
another institution.
Nonetheless, the three Presidents valued the importance of sharing information by
scheduling weekly or bimonthly meetings with their administrative team. The amount of
information shared among the Presidents and the team members was evident at all three
observations. A significant portion of each meeting observed was devoted to sharing of
information. Specifically at Briarwood, the new meeting format supported a more
structured approach to information sharing. For example, each AC member had a copy of
the agenda that included such information as a list of discussion items, the source,
purpose, communication requirements, and names of AC members needed for
collaboration on the item.

At Rutherford and Briarwood Colleges, the Presidents also hosted yearly one- or
two-day retreats. Structurally, the environment was created where team members were
invited and encouraged to share information with one another and with the President.
Although planning, strategizing, discussing, debating and decision-making were the focus
of these meetings, the underlining purpose of these meetings was to share information.
Sharing information was an implicit, yet valuable, element in what was perceived as team
training for all three teams. Thus, based on the findings, the researcher postulates that

sharing information creates an environment where communication among team members
facilitates a more collegial and productive setting.

The second theme found in the utilitarian function among the three presidential
leadership teams was how each team worked collaboratively and implemented a
collective decision-making process. Again, however, the level of effectiveness on the
continuum varied. Oak and Rutherford College were on the far right end of the
continuum, while Briarwood College was closer to the midway point. The level of
effectiveness may have been a result of the perceived lengthy decision-making process at
Briarwood College. Both Oak and Rutherford College worked collaboratively in the
decision-making process, while the team at Briarwood was concerned about the
effectiveness of working collaboratively and the amount of time involved in consensus
decision-making.

It was the style of the President that modeled and supported the collaborative
decision-making process. The use of a team leadership approach had a utility in making
people feel included and valued. At each College, team members emphasized how
important it was for the President to involve her team in the decisions. According to
Robert at Oak College, “President Miller sets the tone of collaboration of working in a
team,” and the environment she has established “is a very collaborative cross-boundary
kind of environment.” Jenny also proclaimed, “This President would never make a
decision about a serious financial situation where we haven’t all talked about it for some
time.” This collaborative decision-making process was favorable to the Direct Reports.
Jeannette stated:
Typically, we'll make decisions as a group rather than just individually, and it's a
longer process, but in the long run it works very well and people feel included. In

our institution all of the leadership people need to put a buy in and we don’t
always have to agree 100%, but everyone's input is important.

Similarly. Lola, the Chief Information Officer at Rutherford College, stated, “A lot of it is
Jody’s style and her confidence in the Senior Staff, and also her deep desire to actually
have input and belief that a better decision is arrived at through that conversation.” Team
members at Briarwood College agreed that President Mitchell encouraged her team to
work collaboratively; however, some were concerned with the level of effectiveness of
the collective decision-making process. Tom stated, “It is hard for me to picture the
President making a decision exclusively because I think she would have been soliciting
input anyway, and the collaboration might have been the most appropriate vehicle to get
that input. Any President making decisions all by themselves run the risk of being
misinformed to a large degree on any one given area.” Conversely, Toni explained some
of the struggles the team was experiencing. She stated:
We are trying very hard to make ourselves more orderly. The problem is that a
consensus collaborative process is not necessarily linear. Therefore, it is hard for
some of us to imagine. It is like when are the decisions actually made? I mean,
like is this a decision or is it not? And if it is a decision, when is it going to be
implemented? It is interesting because in this sort of evolutionary style that we
have around collaboration and consensus; we need to probably migrate into that
reality of the more linear tidy orderly functions that a different kind of decision¬
making style would generate. It is just sort of endemically there. We are trying to
do that. I don’t’ think we have done it effectively. That’s the downside. On the
good side, I think collaboration is absolutely saving Briarwood College.

Working collaboratively was also apparent outside of the senior administrative
level at all three Colleges. Although each President relied on their administrative teams,
they each also established committees that were very involved in the financial and
budgetary matters of the Colleges. These committees were established for their
knowledge and expertise and for collaborative and inclusive purposes. Their input and
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ideas were also highly regarded in many of the financial decisions made. At Oak College,
President Miller established both the Presidential Leadership Group and the Financial
Planning Committee. At Rutherford College, the Faculty Planning and Budget
Committee was established by President Marshall, and the Finance Committee was
instituted by President Mitchell at Briarwood College.

Overall, it was apparent at all three institutions that utilizing a team leadership
approach made people feel valued throughout the campus community, and it was also
valuable for the quality of the bottom line decisions made. A team leadership approach
increases buy-in and each President understood the importance and value of buy-in,
especially for controversial decisions. According to President Miller at Oak College:
We are all in it together. It is really helpful for weathering any kind of challenge,
and the candidness with which information good or bad can be shared that is sort
of a platform for sharing information. I guess the operating principle is if you
want to invite people in you need to invite people in to help make decisions, they
have to have the same information you have, otherwise their opinions, they are
not as valuable.

President Marshall at Rutherford College also stated, “It always pays in my view in an
academic institution to consult to death,” and President Mitchell at Briarwood College
proclaimed, “The advantage of using a team approach in decision-making is you get buyin. The message gets out there clearly. People know why you made the decision.”

In sum, all three Presidents valued, supported, and utilized the utilitarian function
of their teams. However, the level of effectiveness of the utilitarian function varied in
relation to how well the communication system was working, and the time it took to
come to a decision. Regardless, each President used their administrative teams to gather
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information and to help them make the best decisions possible during the difficult
financial crisis situations involving faculty and staff salaries.
The Expressive Function of the Three Teams
In regards to the expressive function, the researcher found the following two
themes between the three institutions. The Presidents created an atmosphere that
reinforced teamwork and a collaborative and supportive system. Also, the Presidents
created an atmosphere that modeled trust and mutual respect among team members,
which reinforced the shared sense of commitment team members had to the mission of
the College.

The President's impact in supporting and modeling a positive social structure was
prevalent at all three institutions. However, again the level of effectiveness varied in how
the Presidents reinforced the expressive function of their teams. Team members at both
Oak and Rutherford Colleges praised the atmosphere created by their President, but there
was some hesitation in how team members at Briarwood College perceived the
President’s idea of teamwork.

At Oak College, Devida stated, “In terms of the style of management Gladys has,
it’s very conducive to making everyone feel like they’re an important part of the process;
an integral part of the process, but very much a part of the process.” President Marshall at
Rutherford College explained, “We have really perfected a very fine collaborative style,
and what I really admire about my colleagues is that they do not stand on vested interests,
and that is unusual. I do think that there is a very fine degree of commitment to the whole
as opposed to the vested section.” She continued, “What I love about it is that there is no
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hidden agenda which is unusual.” At Briarwood College, members of AC shared varying
perspectives on the President's leadership approach to teamwork. According to Toni:
Donna has been good about promoting collegiality. In other words, it’s okay to
fail, if you've taken a risk it’s okay and you don’t get blamed for the failure and
even more importantly, we’re all there to be one another's support system and if I
need, even if I don't know I need the help, if Tom sees me needing help, he would
step in and help me. And we're very good about that. We’re not a competitive
group.

Yet, Joe felt differently. He stated, “I honestly don’t think we have a style yet as a team.”
He continued:
I think collaboration is a strength and a weakness in that the President absolutely
wants everyone involved. She has said on numerous occasions that we are a team
and I need my team there together. That can be a tremendous strength; we are all
in this together and we all have a part. The downside of that is that sometimes
somebody needs to step up and say, “This is what we are going to do.” It is not as
much indecisive, but it is not taking on a direction and going. It is at a standstill
for a little bit longer, and we are reaching a point where we can’t be in a standstill
anymore.

It was evident in the interviews that some Administrative Council members felt
that the absence of a real strategic plan hindered their progress for growth. According to
Laura, “There is one thing we do not have. We don’t have a formal strategic plan. We
really need a strategic plan.” Toni concurred, “We need a bold vision and a strategic plan.
Thus, while some AC members at Briarwood acknowledged that President Mitchell
created an atmosphere of teamwork, they felt the President and the team had not
effectively expressed a guiding vision to lead that teamwork, and this in turn inhibited
decision-making. Yet, planning and strategizing were strengths of both President
Marshall and President Miller and their administrative teams were involved in the
process.
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A second way in which the expressive function was evident across all three teams
related to the trust and mutual respect among team members and how focused and
committed everyone was on doing what was best for the institution. At Oak College,
Jeannette declared, “Gladys sets a wonderful tone in term of just the way she interacts
with people; an all encompassing kind of style and of inclusively, and it works well for
the group.” This inclusive environment Gladys established seemed to be a vital reason in
the congeniality among the group.
The trust and mutual respect was evident at Rutherford College as well.
Alexander explained, “People will advocate passionately for the things they believe in,
but without putting down others, and that respect sort of goes around and comes around.”
In return, the administrative team at Rutherford was committed to the goals and mission
of the College. Indirectly, not only does the trust and respect support a team environment,
but their perceived commitment to each other and to the mission of the College does as
well. Violet, Director of Communications and Strategic Initiatives stated:
The great asset that Rutherford College has is a very deep commitment to a
common set of goals and a shared vision of what we are trying to do. I think all of
us are firmly committed to the goals of Rutherford and the unique kind of
education and experience that we provide. I think that’s the biggest asset and is
always in all of our minds. I’ve not seen a lot of positioning for divisional control
or assets or power. It’s really been much more of always keeping our eye on a
bigger goal.

Similarly at Briarwood College where three Administrative Council members
were alumnae including President Mitchell, the commitment level to the mission of the
College was noteworthy. Joe stated:
Everybody is committed to the College and the institution and the mission. It is
difficult to work on a team where people and I have, on teams where not
everybody believes in the mission or cares about the mission. They are more of an
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individual. 1 really believe that everybody who is here is committed to the
institution, not to the individual.

Overall, the expressive function at all three Colleges was utilized effectively.
Each President created an atmosphere that reinforced and supported teamwork, trust, and
mutual respect. When the Presidents modeled and expected mutual trust and respect,
team members felt valued, which equated to greater effectiveness and productivity within
the team. In addition, team member's level of commitment towards the mission of the
College increased. However, the expressive function at Briarwood College could be used
more to its fullest potential if the team had a better understanding of President Mitchell's
vision for the College and if the team initiated a strategic plan.
The Cognitive Function of the Three Teams

In regards to the cognitive function, the researcher found two themes between the
three institutions. The first theme was the ability of the presidential leadership team to
analyze and view financial hardships and other institutional problems from multiple
perspectives. At Oak College, the DR felt comfortable sharing their viewpoints and
opinions on various issues. Jenny explained, “We communicate very well and in a variety
of ways, and w^e don’t always agree.” She continued, “People bring slightly different
areas of knowledge and experiences to the table, and I think you just end up with a better
decision. I think we are all comfortable wdth the process.” The sentiments were similar at
Rutherford College. David, Dean of the Faculty and Vice President of Academic Affairs,
stated, “You are much more likely to get a wide variety of points of view, because people
speak up for the constituencies they represent.” At Briarwood College, AC members
spoke freely, but the time involved in the discussion and debate phase caused frustration
for some team members. Toni explained, “What is really nice about the w^ay wre function
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as a team is that we appreciate one another's view point.” She continued, “There is
freedom to debate one another without the fear of reprisal by our colleagues or by
Donna.” Conversely, John expressed:
I think there is a sense here that everybody has a voice that they can share and
they do, as it should be, but I think because there are so many different varying
opinions it paralyzes us; paralysis by analysis. We want to analyze everything and
not go too far down one road and that has hindered some of our decision-making.

The process of overanalyzing the problem and potential solutions had caused some
frustration with Briarwood AC members, which can be perceived as a drawback to a
team leadership approach. Also, John continued to explain how sometimes the team has
hesitated toward the right decision to not upset one person; again, a perceived drawback
to this leadership style. John stated, “We make decisions; we start to go down one path
and then we stop because somebody was upset by that; we just stop everything and
reassess, reanalyze, and then maybe go a different direction and then stop.” Despite this
limitation however, viewing the financial crisis situation and other institutional problems
from multiple perspectives allowed each presidential administrative team to examine
problems and possible solutions from more than one valued dimension, which in turn
helped the team make better decisions.

The second illustration of the effectiveness of the cognitive function in all three
institutions was how much the Presidents and the team members valued each other’s
input and opinions, and how much discussions and debates encouraged input and useful
information. According to Brian at Oak College, President Miller established a collegial
environment and was committed to team involvement. He stated:
I think it is the ability to speak freely, and trust each other’s competence. We all
know each other’s strengths and we all know each other’s weaknesses. We accept
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those weaknesses and understand and respect the strengths, and that is something
Gladys has developed.

President Marshall at Rutherford College also expressed how much she valued and used
the quantity and quality of data and feedback supplied by her Senior Staff. She stated:
I value the collaborative approach, because I think there is more collective
wisdom in a group than there is in a single person. I think you really do need to
hear what everyone has to say, and it is always remarkable to me how much each
person enriches the conversation. I wouldn’t have such a finely nuanced
understanding on my own.

At Briarwood College, Tom echoed similar sentiments. He stated, “The style that Donna
encourages is that we sit around Administrative Council and debate issues and disagree
and agree to disagree, but by the time we are done, we seek unanimous decision.
Sometimes we don’t get it, but once we leave that table we are all speaking of the same
voice.” These three College Presidents nurtured their team’s cognitive function well by
creating a healthy and safe environment where each team member felt comfortable to
raise sensitive questions, challenge the status quo, and debate opposing views or
perceived inconsistencies.

Thus, the researcher concluded that all three teams functioned as “real” teams.
However, the turnover of team members at Briarwood and the limited time spent working
together as a team resulted in the team’s lesser level of effectiveness. In addition, team
members at Briarwood College also recommended a need for a stronger vision from its
leader and better and clearer communication between Administrative Council members
and the entire campus community. With time, a stronger vision, and team training, the
young presidential administrative team at Briarwood College will begin to operate to its
fullest potential and function effectively.
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The Cognitive Complexity of the Three Teams
Cognitively complex teams are teams that view and understand the life of the
college from multiple perspectives and process information in diverse ways (Bensimon &
Neumann, 1993). After interviewing and observing the three presidential leadership
teams, it was evident that all three teams were cognitively complex teams. However,
there were concerns expressed from team members at both Rutherford and Briarwood
College. At Rutherford College, some members of the Senior Staff were cautious about
how internalized the team's perspective was becoming. At Briarwood College,
Administrative Council members shared conflicting views. Some team members felt the
team over-processed information and viewpoints, while other team members felt the team
didn't process the information and viewpoints enough.

At Oak College, team members were encouraged by President Miller to gather
and share factual information as well as take the pulse of their constituents. She
explained:
I don’t know enough facts. I also need to feel people’s opinions, and the diversity
of the team, really they see the system differently. They are up close and personal.
It’s a multi-step process where it is not just “give me your opinion.” It is “go find
this out'’ or “what are the ramifications of that” or “run it by these people.”

President Miller’s team leadership style valued inclusiveness as evident by her
establishment and support of the Presidential Leadership Group. This style was modeled
by her Direct Reports within their teams as well. John explained:
It is really the open book style and that allows for a real matrix to occur in the
way things happen around here. It is not just top down or bottom up; it is cross
divisional as well. What happens at the DR level is replicated by the fact that
people watch what happens and they do what we do. There is nothing better in
terms of training people than to set the model and to live the model.
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At Rutherford College, the President and Senior Staff valued the multiple
perspective view of the College they had established as well as valued the importance of
processing information and listening to diverse viewpoints. David explained, “You are
much more likely to get a wide variety of points of view, because people speak up for
the constituencies they represent.” Likewise, President Marshall stated, “I think you
really do need to hear what everyone has to say, and it is always remarkable to me how
much each person enriches the conversation. I wouldn’t have such a finely nuanced
understanding on my own.”

Conversely, a few Senior Staff members expressed some concerns regarding the
team's insularity. Robert stated, “One of the dangers of Senior Staff I think is that we are
intensely internal in our perspective. I think there is always this danger of the kind of
ivory tower view of the world.” Sharon also stated, “The one thing that I think that we
perhaps could do differently and perhaps better would be doing deeper analysis; a deeper
analysis of suggestions that came to the table.” According to Janis (1972), the term
“groupthink” refers to the phenomenon of “assumed consensus,” which discourages
group members from expressing doubts or opposing opinions. The concerns surrounding
group thinking and insularity will need to be addressed to maintain a cognitively complex
team at Rutherford College.

In regards to Briarwood College, Administrative Council members supported the
need to function as a cognitively complex team, and agreed that President Mitchell
reinforced it in her leadership style. Joe explained, “It’s just basically Donna's style is
very open. It is what it is, let’s talk about it from different perspectives; what are we
seeing, what are we hearing, what direction do you think we need to go?” Yet, as
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previously mentioned, AC members were concerned that this process interfered with
making decisions and the team at times struggled with paralysis of analysis. In addition,
the faculty at Briarwood felt that their views were not included. The diversity of views
relating to the coed feasibility study was, however, an interesting illustration of the
cognitive complexity of the team as President Mitchell was willing to explore the option
of going coed even though she expressed strong opposition to it when she first took the
position of President.
Overall, the three presidential leadership teams were cognitively complex. Their
ability to view and understand the life of the College from multiple perspectives and
process information in diverse ways helped them make decisions that were fiscally
responsible for the Colleges during their financial crisis situations. Each President relied
on the support, knowledge, and expertise of their administrative teams as well as other
members of the college community, which enabled them to analyze the problems and
seek solutions that best suited the institutions.

President’s Perspectives of Their Own Role in Leading the Team

Each of the three College Presidents perceived their role as multi-purposed. Yet,
most importantly, they perceived themselves as the person responsible to keep the
College focused on its mission. At Oak College, President Miller perceived her role as
the optimist and the person responsible to see the whole picture. She explained, “There is
an emotional piece of which I’m optimistic. I have great faith in them, and that needs to
be transmitted necessarily in my role; ‘Let’s all pull this together. We can do this.’” She
continued, “It’s the President's job to have the most macro level view; that is my
responsibility. The classic example is that I think about the law suits. I try to think of
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what's good for the College, and most of the time it overlaps with what's good for the
individual student or the individual faculty person.”

President Marshall at Rutherford College perceived herself as a planner and an
advocate. She stated:
I'm a great planner in the sense of not only having the plan set that provides us
with the blue print for what we're doing, but also just to keep it ever before us, to
never let us forget. I'm constantly reminding everybody of what our overall goals
are and, counting our successes and urging us to address what needs to be
addressed along those lines.

President Marshall also emphasized the importance of a college president to be able to
select their own presidential leadership team. She stated, “I think it's important for a
President to have a team that she wants, and I would advise Presidents to look at that as
their prerogative.”

President Mitchell at Briarwood College perceived her role as the overseer of the
communication system between team members, the liaison to the Board of Trustees, the
coach, supporter, and motivator. She explained, “My role is to make sure that we
communicate and that the information is shared.” She also stated, “I also see my role as
coaching. Some of them are more experienced than others in managing their staff, so we
have individual sessions where we work on coaching and how you manage and how you
do a performance appraisal, how you manage to help your staff to see a more matrix
organization.” As a leader, President Mitchell understood the value and importance of
guiding and training her team members to function in their administrative roles to their
fullest potential, especially her newer team members. Having strong coaches and mentors
herself also reinforced her understanding and perception of the role of a college president.
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Therefore, there was much overlap in presidential view of their roles in fostering team
leadership illustrated in their common use of the terms planner, advocate, and coach.

President's Perspectives on Team Member Roles
The three Presidents also expressed a list of similar expectations and perceptions
of the roles of their team members. They said they expected team members to be
competent, intelligent, and act as a team player. They wanted team members to be
committed to supporting the mission of the college, good communicators, and loyal. In
addition, the Presidents expected their team members to function well independently,
produce high quality information, be willing to bend, and be highly flexible. President
Miller at Oak College explained, “It is each DR responsibility to build on
communications and to share information.” The high level of competency President
Marshall at Rutherford College expected from her team underscored the high expectation
she had for her team to function independently. She stated, “I’m a great believer in letting
people who are excellent do their own things, so they have a lot of autonomy in their
ability to run their operation and each has a big empire.” From the feedback received by
each of the three Presidents, all were pleased with the presidential leadership teams they
put together and felt their teams were strong and competent. Expectations of all three
teams were high and they were met for the most part. These expectations created the
foundation, as well as the necessary environment, for team leadership to work at these
three institutions.

Team Member's Perspective of the President

Unanimously, team members at all three Colleges perceived their President as a
strong and effective leader. The effectiveness of their President correlated in what they
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expected from her, and how they saw her role. Some expectations and perceptions of the
roles of their Presidents included: to be a good listener, to be fair, to be a coach and
mentor, to facilitate collaboration in the decision-making process, to be respectful of
knowledge and expertise of team members, to have a strong vision, and to wear many
different hats and juggle their roles and responsibilities effectively while staying focused
on the mission of the College. Phillip at Rutherford College explained:
I think a contemporary college president or a university president has such a
difficult job, and has to cover so many different bases from fundraising to
admissions to keeping the campus community moving forward to ensuring that
the educational components of the college offerings, which is the most important
aspect of what we do, is as effective as possible. I think a contemporary president
is pulled in so many directions that it’s very hard to be a college president.

The demands and expectations of a college president are immense. Operating a college
should be the responsibility of many people. To help run the three liberal arts colleges in
this study, these three Presidents involved their administrative team in many of the
institutional affairs, and gave their team members a large share of the responsibility and
authority to lead, act, and think together. This team approach was wrell received by all
administrative team members.

Team Member's Perspectives of Their Roles

In regards to cross analyzing the team member’s perception of their roles in
utilizing a team leadership approach, similar themes stood out among the three Colleges.
The most apparent theme was that team members perceived that they were expected to be
supportive and work collaboratively. Working collaboratively with other senior
administrators was an expected role for team members at all three Colleges. At Oak
College, team members not only expected to work collaboratively, but they also
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understood the importance of working as a team and each was willing to assist another
team member at any time. John explained, “We really do view' each other as a team, and
w'hen somebody’s got a problem, we really kind of rally around and jump in and say,
“Okay, how can we all; what can we do to solve this problem?” I never feel alone.” At
Rutherford College working collaboratively was both expected and common practice. For
example, developing the budget was a collaborative effort of all the Senior Staff
members. Sheila, Vice President of Finance and Administration, explained:
It’s really very much a group process. Everybody has the same goal. Everybody is
responsible for his or her own division. We’re all jointly responsible for putting it
together in a way that works for the institution. I really see myself more as the
facilitator of the conversation rather than someone who is driving the
conversation.
The collaborative working environment was also evident and expected with the
administrative team at Briarwood College. John stated, “People have stepped forward to
help. I mean, if they called me in five minutes and said we have to have an AC meeting,
I’d go. I view that as my top priority. I have to raise money for the College, but the AC,
that’s the unit.” Evidently, the Presidents were conscious of creating such an
environment, and learned through trial and error, the importance of hiring “team players.”

Besides working collaboratively, the underlining perception of all team members
at the three Colleges was the expectation of wearing multiple hats. Although each team
member was responsible for a specific area within the Colleges, it wras the team at Oak
College that understood the expectation of playing multiple roles the best because of cost
containment at the administrative and staff levels. John explained, “We all have multiple
roles that we serve, and that’s true below us too. We all know that we’re wearing a
number of hats, and that’s just the nature of the beast. We run a very tight ship here in
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terms of staff." Likewise, Peter compared his position to that of a “utility infielder.” “I
have a lot of different roles." Many DR defined their roles similarly. Additionally, the
other main perception of all the team members at the three Colleges was their expected
responsibility to assist with the overall operations of the College including creating and
implementing institutional goals and executing its mission.
Overall, the Presidents and the team members at the three Colleges had a strong
understanding of their perceived roles and the roles of their team members in a team
leadership approach. Based on the data collected, team members also knew prior to
accepting their administrative positions the President’s leadership style, and were
attracted to the team leadership approach. Overwhelmingly, the three Presidents and all
the team members were receptive and responsive to the administrative team concept.
Feasibility of Team Leadership Approach in a Financial Crisis
As previously mentioned, all three colleges involved in this study experienced a
similar recent financial crisis situation. Each college either deferred and/or reduced
faculty and staff salaries to ensure a balanced budget at the end of the fiscal year.
Throughout the financial crisis situation, each President continued to utilize her proven
and preferred style of leadership - team leadership style. A relevant question to pose
across all three cases is whether this approach was effective for this type of decision¬
making issue. Several points of context regarding the three cases are important for
exploring this question.
First, the three college presidents in this study had always valued a collaborative
and team leadership approach. Besides establishing a senior administrative team, each
President also created other committees on campus that were actively involved in the
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financial operations of the College. For example, at Oak College, President Miller created
the Presidential Leadership Group (PLG), and the Financial Planning Committee. At
Rutherford College, President Marshall established the Faculty Planning and Budget
Committee, and at Briarwood College, President Mitchell instituted the Finance
Committee. All of these established committees were respected and useful to the
Presidents and their senior administrative teams. In addition, each President was
committed to transparency with all campus constituencies by conducting and attending
numerous meetings with faculty, staff, and even students. Open communication was very
important for all the Presidents especially when they were dealing with the faculty salary
crisis. According to many of the participants at each institution, faculty and staff were
unhappy with the salary decisions, yet the open lines of communication and their
involvement in the decision-making process helped ease the hardship. Helping faculty
and staff morale dictated the need for this open communication found in a team
leadership approach. President Miller at Oak College stated, “The goal is to expand that
boundary of information and communication and awareness.” Thus, when each President
approached their faculty and staff salary deferral problems, they were not using a new or
different approach, but one they had used before and the campus expected.

A second point of context was that the approach was widely popular. According
to all the participants in the study, the benefits of a team leadership style outweighed any
negatives. The Presidents and the team members believed the team leadership approach
allowed them to gather perspectives from across the institution, which in turn helped
them generate more possible solutions to the financial crisis situation. Second, a team
leadership approach enabled the Presidents to collect informed opinions, which added
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value and was strategically useful in the decision-making process. Third, when input
from others was solicited and valued, acceptance and buy-in to the decisions was found
to be easier. For example. President Marshall at Rutherford College stated,
“Collaboration and consultation are very labor intensive, but you're buying engagement
and agreement along the way, and so your decisions are more likely to be accepted and to
hold." Similarly, Toni at Oak College stated, “In the long run, taking the time to make
sure people understand what is going on and understand the alternatives, and being able
to feel as if their part of helping to solve the problem and buy into pushing us forward. I
think in the long run, it is a good way to do it.”

All participants also felt this approach was advisable because of the talent it
attracted to solve the problem. The three Presidents clearly understood that they could not
make quality decisions alone. To be effective leaders, they believed they needed to
surround themselves with people who were competent, intelligent, and team players.
President Miller at Oak College explained, “I need to feel people’s opinions in addition to
the facts, and the diversity of the team really, they see the system differently.” Jenny from
Oak College also stated, “People bring slightly different areas of knowledge and
experiences to the table, and I think you just end up with a better decision. I think we are
all comfortable with the process.” The term “thinking team” was used by Neumann
(1991) to describe a team as a cognitive and sensemaking system capable of collective
knowing, thinking and learning. The ability to cognitively analyze and view institutional
problems from multiple perspectives enabled these three presidential leadership teams to
operate as “thinking teams” working together to find the best possible solutions to
institutional problems, not just the recent financial crisis situations.
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Putting together a reliable, dependable, and loyal team helped the Presidents not
only deal with the recent financial crisis situation, but also helped them oversee and
manage the total operations of their Colleges. According to each President, they were
pleased with the senior administrative team they had put together. Each team was
supportive of their President and the mission of the College, as well as knowledgeable
and experts in their areas. According to Violet at Rutherford College, “Jody has been able
to choose a group of people who are not only extremely competent in their fields, but
who are, I call them just decent human beings who don’t have the sort of petty ego.”
Sharon concurred, “I think our current President has a real talent for creating teams.”

Although many team members believed that utilizing a team leadership approach
helped them make the best decisions possible during the financial crisis situations, some
were sensitive to the time factor, in general, involved in making decisions
collaboratively. The difference in these situations, however, was that the time element
wasn’t as sensitive. The teams had time to make a decision regarding the financial crisis
situations. Jenny at Oak College explained, “It does take more time than just having one
person, the President, make the decision and do it, but in terms of the best decision, it
definitely is.” However, team members at Briarwood College were anxious to make a
decision and move on. Joe proclaimed, “It’s really time to stop researching and start
doing.” Likewise, John stated, “I wish things moved faster here.” He continued:
As a team, we go down this path and we have all these discussions and that is why
certain team members get very verbose and it is like, ‘Let’s just boil this down
and make a decision.’
Regardless, the time element in the decisions that needed to be made in the specific
financial problems facing the three participating institutions did not require urgency.
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Thus, utilizing a team leadership approach that may take more time could still be used
and be effective.

In sum, utilizing a team leadership approach during the recent financial crisis
situations at the three Colleges involved in this study proved to work effectively. Even
though faculty were denied or received smaller faculty raises, the Colleges received
approval for their decisions by their respective Board of Trustees and they were able to
balance their budgets at the end of the fiscal year with minimal controversy. John at Oak
College stated, “Those who do not collaborate with others in their institution do so at
their own risk.”

While this study did not examine three similar liberal arts institutions that solved
a financial crisis using a more hierarchical leadership style, it is possible from these three
cases to imagine what they might have gained and lost by making these decisions without
a team leadership approach. They likely would have gained time by making quicker
decisions, but would have lost the value of processing information in diverse ways, the
ability to generate more options for possible solutions, buy-in to the decisions made, and
possibly engendered resentment and greater morale problems among faculty and
administrators.

Cultural Factors Influential in Team Leadership Functioning

Drawn from the data collected, three major factors were considered influential to
how the team functioned during these financial crises. These factors included: 1) the
women’s college context; 2) the institutional size and non-hierarchical environment; and
3) the President’s relationship with the faculty.

253

Women's College Context
The first factor involved the women’s college context, which in part was what
created the financial crisis problems at all three institutions. Years of declining
enrollment at all women’s colleges negatively affected tuition revenue for all three
Colleges. In addition, each of the three Colleges were committed to enrolling a diverse
population and less affluent students. The greater need for financial assistance among
these students also negatively affected revenue. Alexander, Assistant to the President at
Rutherford College, explained:
We’re in a state of systemic challenge not brought on by any single event or set of
events. It’s a combination of decades of a tough market for women’s education
and the ever-increasing costs of higher education that every college faces. I think
we’re being squeezed much like every other small college out there with the
added challenges of a historical commitment to a less affluent student body and
the decline in interest in single sex education. They are the two vice ends on our
budget each year.

More drastically, the low7 enrollment issue at Briarwood College resulted in the
President’s decision to move forward with a coed feasibility study. Although the College
wras in the initial phase of the study during this research study, the results could
dramatically impact the culture of the College, and the presidential leadership. When Dr.
Mitchell first accepted the position of President, she firmly stated that she would resign
as President if the College went coed. Toni explained:
The decision to do the coed feasibility study was hard because Donna had been
outspokenly and consistently in favor of a women’s college. And in fact has made
the statement that if the College went coed then she would no longer be President
because her commitment was to a women’s college.

Low7 enrollment and offering a quality education to less affluent students were also major
culprits in the financial situation at Oak College. Jenny, Dean of the College, explained,
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“Particularly given our mission, there is a financial situation. The mission is related to
making the place work financially so that the students we’re serving who are not
financially secure themselves can get a good education.” Regardless, the three Colleges
w'ere committed to searching for revenue generating alternatives in order to keep their
doors opened to an all female population.

Another important element of the women’s college context and how it influenced
team leadership functioning was the impact of the college’s history of educating and
training women to be strong leaders. The three Colleges in this study all attracted strong
women who embraced empowerment. This empowerment and their inclusiveness played
a vital role in the cultures of these Colleges. Their involvement in their education created
an atmosphere where transparency and voice were expected, and the Presidents and team
members valued the student’s input and solicited it regularly. For example, at Rutherford
College, President Marshall and Senior Staff often solicited the views of the Student
Government Association (SGA) throughout the decision-making process. The three
Presidents modeled inclusion and transparency, which supported the environment and
culture the women attending these Colleges expected.

In addition, it is also important to note the fact that these three college Presidents
were women, which increased the expectation that they would be collaborative in nature.
According to Wenniger and Conroy (2001) there are distinct differences in styles and
values between women and men leaders. Women leaders are characterized as
emphasizing collaboration and cooperation more than men leaders who emphasize
hierarchy and order. Jablonski (1996) also stated that women administrators are more apt
to utilize a participatory style of leadership that encourages collaboration, creativity,
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empowerment, and open communication. Women administrators who use this style
believe collaboration will aid in a shared decision-making process creating a working
environment that values people and promotes a community-like atmosphere. Thus, if
these women Presidents chose a more hierarchical style of leadership, buy-in to the
decisions made during the financial crisis situations may have been even harder for the
Presidents and their administrative teams. Likewise, the styles of leadership may have
been more natural, based in part on their gender.

Institutional Size and Non-Hierarehical Environment

The nature of these three institutions both invited the financial crises, yet also
influenced how it was handled. Tom, Vice President of Finance and Business at
Briarwood College, explained, “I’m not so sure that a large institution with a different
governance process would be facing the same financial pressure that we had faced. I
think that our financial stress is endemic of smaller independent institutions that might
have less bureaucracy perhaps than a large institution.” Thus, the second factor
considered influential to the functions of a team leadership approach was the size of the
institution and their non-hierarchical environment. Small liberal arts colleges are
described as ‘aggressively participatory’ (Rice & Austin, 1988, p. 54), and possess
consensus and collegial qualities rather than anarchic qualities found more often in large
universities (Cohen & March, 1974). Hence, team leadership is often expected and works
better in nonhierarchical places.

Unanimously at all three Colleges, the Presidents and their team members
highlighted the influence, practicality, and the effectiveness of a team leadership
approach in a small, non-hierarchical college setting, especially in the decision-making
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process. A collaborative, inclusive, and consensus decision-making process was practiced
and supported by the presidential leadership teams at all three institutions. President
Marshall explained:
Liberal arts colleges in general are quite collaborative, and at Rutherford College
we are particularly so and my style is to take hold of that. When I came in as
President the institution was facing serious financial difficulties, and my approach
then and always is to be open about it and put the material out for the community
to understand and to interact with.
Likewise, Sheila, also from Rutherford explained:
One of the things that makes us different is that it’s not just direct reports, which
cabinets often are. There are good reasons for that, and it works well. Rutherford
College is not a very hierarchical place so that’s not a very big deal anyway, but I
think Jody uses the group well, and explicitly decided who she wanted to be there
for the kinds of things she wanted to use the group to do.

According to Jenny, the small size of Oak College is structurally different compared to a
larger institution. She stated, “Oak is a very small institution; we’re a relatively flat, nonhierarchical structure. At a larger place, even if you had the philosophy the President has,
it’s a lot harder to be so open about communications just for practical reasons. I think this
kind of model is an easier fit for a smaller place because in terms of timeliness; it’s pretty
hard, it’s like a town meeting.”

Structurally, each of these three Presidents instituted a non-hierarchical
environment early in their presidency by establishing a senior administrative team that
represented many of the constituencies across campus. Although President Mitchell
initially relied mostly on her Vice Presidents of Finance and Academic Affairs, she soon
realized the importance of involving the other members of her Administrative Council in
the decision-making process, which helped her establish a more functioning team. These
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less bureaucratic settings and small campuses also influenced the role of faculty and their
relationship with their President.

The President's Relationship with Faculty
The third factor that influenced the functioning of the three teams was the
President’s relationship with their faculty. As previously mentioned, the Presidents at all
three Colleges were transparent throughout the financial crisis situations and the
decision-making processes. These Presidents also invited faculty to be involved
throughout the financial crisis situation. However, the amount of involvement President
Mitchell engendered with her faculty at Briarwood College deviated slightly from faculty
involvement at Oak College and Rutherford College.

At most liberal arts colleges, the collegial environment found in these settings
entices faculty to perceive the President as the first among equals, and often expect and
feel entitled to participate in decision-making (Bensimon & Neumann, 1993; Rice &
Austin, 1988). This was consistently true at both Oak and Rutherford Colleges. Faculty
were very much involved in the financial crisis situation and the financial recovery.
According to Devida, President Miller's inclusive leadership style at Oak College
encouraged faculty involvement. She stated:
Faculty certainly feels as if they’re in the loop in terms of communication, and I
feel as though the faculty play a key role in helping us with our financial recovery
as well as helping us with recruitment and retention. I feel it is truly collaborative.
It’s not them dictating or them feeling that they're entitled in not having their
budgets cut. They’re very cooperative in working out solutions.

At Rutherford, the active role of the Faculty Planning and Budget Committee established
by President Marshall and the emphasis on shared governance was critical in resolving
the financial crisis situation. President Marshall explained:
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The faculty are absolutely critical. I think we have an extraordinarily positive
relationship with the faculty which is, I think unusual in higher education. We
have been really very solicitive and deferential to their shared role in governance.
Faculty committees are exceedingly good, and the Faculty Planning and Budget
Committee are very well respected and we get tremendous value out of having the
faculty involved in each stage of the budget development. Each of the major
communities has stepped up to the plate about their responsibilities.

Keeping the lines of communication open between the President and the faculty,
especially during the decision to delay faculty salaries helped the President gain support
for the decision. Sheila stated:
The first year there was tremendous support for the decision. The second year it
got a little old. Folks felt that there wasn't enough additional consultation. But I
think it’s true that in both years; while it never helps morale to delay salary
increases, people were in general very supportive. They understood the necessity
and they saw this as the lesser of a variety of evils. In general the community
responded well.

However, the relationship between President Mitchell and her faculty at
Briarwood College during the financial crisis situation was somewhat strained. Although
she was transparent and involved the faculty, faculty and staff were in an uproar when
their salaries were deferred, but two senior administrators were hired and given very high
competitive salaries. In addition, perceptions varied between the Administrative Council
and the faculty regarding the role of faculty governance and collaboration. While the AC
felt that the faculty were holding them back from making and implementing decisions,
the faculty felt they weren’t involved in the decision-making process. Laura explained:
I don’t think the faculty would view our leadership as collaborative at all. Faculty
might say, “Oh yes, they are collaborative among themselves,” But they would
certainly not say that we are collaborative in involving them. That is a major bone
of contention right now, and a lot of it is because of our financial situation. I think
people are worried about our future.
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Toni also stated:
There has been a tradition at Briarwood for many, many years that the faculty in
particular are partners in the decision-making of the institution, and they’re not
feeling like partners right now, but they are. I mean their opinions are sought; they
are valued.
The relationship between a College President and their faculty along with the role
of faculty governance are critical to the effectiveness of a team leadership style in small
liberal arts college settings. The three Presidents involved in this study understood and
valued their relationships with faculty and their involvement in the decision-making
process. Positively and productively, faculty and President relationships and faculty
governance was strong at both Oak and Rutherford Colleges. However, the ongoing
financial crisis situation at Briarwood and the decision to defer faculty salaries negatively
affected faculty morale. President Mitchell and her Administrative Council need to work
on improving their relationship and their lines of communication with faculty, which will
hopefully change the negative perceptions and the effectiveness of President Mitchell’s
team leadership style.

Summary

The three case studies compared and contrasted in this chapter focused on how
team leadership functions in liberal arts settings dealing with financial crisis situations.
From this multiple case study design the researcher discovered several themes that helped
interpret the perceived effectiveness of the team leadership style, the team’s internal and
external functions as it related to the institution’s performance, as well as interpret the
team's culture by how it worked, gathered information, solved problems, and made
decisions. Below are three tables that summarize the findings from the analysis. Table 1
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highlights the benefits and drawbacks of utilizing a team leadership approach during a
financial crisis situation. Table 2 highlights the factors that influenced the success of a
team leadership approach. Table 3 highlights the factors that worked against team
leadership effectiveness.
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Table 1. Team Leadership Approach for Financial Crisis: Three Cases
Benefits
■

Information shared.

■

Quality of information is better.

■

People involved in decisions feel
valued.

■

Increased buy-in especially for
controversial decisions.

■

A diversity of approaches are
considered.

■

Working collaboratively helps to find
better possible solutions.

■

Shared sense of commitment to the
mission of the College facilitated by
team working on the problem together.

■

Drawbacks
■

People not involved at the executive
team level can feel left out of a tight
team.

■

Team decision-making can take too
long and can cause “paralysis of
analysis”.

■

When “paralysis of analysis” happens,
institution can lose out on
opportunities. The need to move on for
survival.

■

At times, trying to reach consensus
doesn’t lead to the best decision (i. e.
trying not to offend one person with a
bad idea).

■

Perspective can become internalized
causing “groupthinking”.

Executive team leadership encourages
teamwork and collaboration in
reporting groups.

262

Table 2. Factors that Influenced the Success of These Three Team Leadership
Approaches
Utilitarian

■

Effectiveness in sharing information.

■

Effectiveness in working collaboratively.

■

Effectiveness in listening to diverse voices.

Results: People feel valued in the decision-making process.
Expressive

■

President’s ability to facilitate a collaborative and
supportive system.

■

Peer and team member’s ability to exhibit trust and
mutual respect among team members.

Results: Positive atmosphere promotes self efficacy, greater
effectiveness in decision-making, and increased
commitment to the mission of the College.

Cognitive

■

Team’s ability to analyze and view financial hardships
and other institutional problems from multiple
perspectives.

■

Team members valuing each other’s input and opinions.

■

President’s ability to solicit and utilize the expertise of
team members.

Results: Higher quality decisions are made.
Institutional Size and
Non-Hierarchical
Environment

■

Invited and supported strong faculty involvement in the
decision-making process.

■

Expectation among the faculty for President to act as
first among equals.

Results: Faculty and administrators expect greater
collaboration and get it.
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Women’s College
Context

■

Women’s college context facilitates student involvement
in all aspects of the college, including decision-making.

■

Women's college context attracts collaborative leaders
and expects intense collaboration from them.

Results: The environment fosters and develops team
leadership and reaps the benefits as a result.

President’s Relationship
with the Faculty

■

President’s commitment to transparency throughout the
financial crisis situation and decision-making process.

■

President’s commitment to shared governance

Results: Greater possibility for faculty acceptance and buyin towards decisions made.
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Table 3. Factors that Worked Against Team Leadership Effectiveness
Utilitarian

■

Ineffective communication between the executive team
and faculty.

■

Time constraints of consensus decision-making.

■

Length of time team had worked together.

■

Lack of patience for time-line of collaborative decision¬
making.

Expressive

■

President not sharing her vision and strategic plan for
the College.

■

President not stepping in when decisions need to be
made.

■

Perception by some that team leadership style used to
cloak presidential indecisiveness.

Cognitive

■

Team’s internal perspective - “insularity of the team.”

■

Concern with “groupthinking”

■

Time factor in hearing all voices over moving on to the
best ideas more quickly.
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Overall, the team leadership approach utilized by all three college Presidents
during the recent financial crisis situations proved to work effectively. The three
Presidents were strong leaders who were well respected by their administrative team
members. The team members at all three Colleges respected one another and worked well
together. The three presidential leadership teams survived the financial crisis and were
able to balance their operating budgets at the end of the fiscal year by staying committed,
receptive, and responsive to the administrative team concept. The final chapter will
discuss the implications of the finding to the existing literature.
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CHAPTER 6

DISCUSSION AND IMPLICATIONS

The last chapter is divided into five major sections. The first section provides a
brief overview of the scope and findings of the study. The second section highlights the
strengths and limitations of this research. The third section includes the practical
implications of this research. Section four makes recommendations for college presidents,
executive leaders, and senior administrators interested in utilizing a team leadership
approach. The fifth section discusses areas for future research.

Section I: Study Overview

Today college presidents of small liberal arts colleges face many challenges, not
the least of which is surviving and thriving in a competitive market-place (Bonvillian &
Murphy, 1996; Breneman, 1994; Hotchkiss, 2002; Lang, 1999; Riechmann, 1991;
Tuckerman & Arcady, 1985). Specifically for liberal arts colleges with a commitment to
women’s education this has never been more true than today as some women’s colleges
are experiencing steady enrollments and strong endowments, while others are either
closing or have gone coeducational (Women’s College Coalition, 2006).

The leadership style of the college president is perceived as a key factor in the
forward progress and success of any institution. Gilley, et al. (1986) found that
implementing a teamwork approach was one of the ten fundamental strategies employed
by presidents of “on-the-move” institutions of higher education. When hired, one of the
first priorities of these presidents was to put together an effective administrative team,
for teams and teamwork to contribute to the overall quality and productivity of colleges
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and universities, it is vital for their processes (collaboration) and products (decisions) to
grow into the culture of the institution (Frost & Gillespie, 1998). Although challenging, if
college presidents want to implement a team leadership style, they first need to break
down the hierarchical and bureaucratic structures already in place and move towards a
structure that enables collaboration (Kezar, 2006). In addition, college presidents need to
allow their team members to share in the responsibility of thinking as well as doing,
which in turn enhances the team’s involvement throughout the campus (Bensimon &
Neumann, 1993).

Research on team leadership suggests it might give college presidents the edge
they need in making the right financial decisions for their colleges (Bensimon &
Neumann. 1993; Kezar, 1998; Knudson, 1997; Northouse, 2004). According to
Northouse (2004), team leadership serves many important institutional puiposes. One
major purpose is to help problem solve. In academia, the effectiveness of the president
and the administrative team can be determined by the decisions made and how well the
team handles an institutional crisis (Bimbaum, 1992; Tjosvold, 1995). Researchers found
that utilizing a team leadership style during crisis situations was effective (Guzzo, 1995;
Ilgen, et al., 1995; Tjosvold, 1995). Team members worked effectively combining their
efforts, knowledge, and perspectives, and they shared ideas and viewpoints which helped
the team find mutually agreeable solutions (Guzzo, 1995; Ilgen et al., 1995). Team
leadership emphasizes participative problem solving and decision-making as opposed to a
more traditional bureaucratic or hierarchical approach in which decisions are exclusively
made by the leader (president) (Pomremke, 1982).
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Despite overall research on team leadership, however, few studies (Bensimon &
Neumann. 1993; Kezar, 2006; Knudson. 1997; Zaccaaro. Rittman, & Marks. 2001) have
specifically examined how it functions, and whether it works in the most difficult of
times. Specifically in higher education, the well-known study conducted by Bensimon
and Neumann (1993), explained the functional domains of administrative teams utilized
by college presidents. The three functions, utilitarian, cognitive, and expressive, can be
valuable and resourceful to a college president. When a president utilizes all three
functions rather than one or two, the team is shaped as a “real” team. When a team
operates in only one or two of the three functional domains, it is considered an “illusory”
team. This study compared and analyzed how three different presidential leadership
teams utilized each function, and sought to determine if they operated as “real” or
“illusory” teams.

Factors influencing the use of real or illusory teams in higher education are the
size and type of the institution. Presidents of small, private, four-year liberal arts colleges
were more apt to have and use real teams, while presidents of large, public universities
were likely to have and use illusory teams (Bensimon & Neumann, 1993). For this
reason, the present study was conducted at three small, private, liberal arts colleges.

The purpose of this study was to contribute to the leadership literature in higher
education by: a) exploring the effectiveness of team leadership in a financial crisis; and b)
exploring how the aspects of the liberal arts culture influence its utility as a presidential
strategy. Leadership in teams is a style of management that promotes interaction and
collaboration (Bensimon & Neumann, 1993; Bimbaum, 1992; Bimbaum, 1988;
Donaldson, 2001; Kogler Hill, 2001; Riechmann, 1991; Wheelan, 1999). The purpose of
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team leadership is to encourage expression of individual viewpoints and perspectives, to
enlarge individual members' understandings of each other’s views, and to bring out
differences rather than looking mostly to similarities (Bensimon & Neumann, 1993).
Team leadership implies shared leadership rather than the traditional, individual-centered
approach to leadership (Bensimon & Neumann, 1993; Kezar, 2006; Northouse, 2004).
Critical in the use and effectiveness of a team leadership approach is the emphasis on
building a strong relationship between the leader and the team. Furthermore,
understanding leadership teams as cultural entities focuses on how teams come together,
work together, grow and stay together, as well as how they come apart.

This is significant because due to external challenges facing many organizations,
including institutions of higher education, there is a greater need for organizations to
reconsider how they work and function. These external challenges such as difficult
financial times, changing demographics, and globalization are the driving forces for
organizations to adopt a more collaborative or team approach to dealing with these
challenges (Kezar, 2006). Also, the numerous benefits of a team leadership approach creative problem solving, effective decision-making, greater ownership of decisions, peer
support - support the effectiveness of this style of leadership (Bensimon & Neumann,
1993; Eisenstat & Cohen, 1990; Kezar, 2006; Kezar, 1998).

In addition, more recently, benefits of a team leadership approach have been
found in studies on student learning. One particular study was conducted by Cragin
(2005). Cragin (2005) examined the impact of the work of a collaborative leadership
team on the achievement focus of a school culture. The leadership team consisted of
teachers, the principal, and the assistant superintendent in a suburban middle school.
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Findings from this case study revealed that the team effectively engaged the school
community in initiatives that enhanced the school culture, which helped increase overall
student achievement. Nonetheless, the effectiveness and benefits of a team leadership
approach are more evident when teams are structured and organized appropriately
(Bensimon & Neumann, 1993; Kezar, 2006).

Findings

This study explored how three liberal arts college presidents utilized a team
leadership style during a financial crisis situation. Major findings across these three cases
were discussed in the previous chapter. To review briefly, the team leadership style was
used effectively in three ‘Teal teams.” Because team leadership was used:

•

Information was shared among team members;

•

The quality of information was better;

•

People involved in decisions felt valued;

•

There was increased buy-in for controversial decisions;

•

A diversity of approaches were considered;

•

Collaboration fostered better solutions;

•

A shared sense of commitment to the mission of the College was facilitated;

•

The executive team encouraged teamwork and collaboration in reporting groups.

The study also revealed a relationship between trying to create opportunities for low
income students and the institution’s financial crisis problems. Many of these findings are
consistent with those from previous studies. For example, Bensimon and Neumann
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(1993) found that complex, team-centered leadership is more effective than single-person
leadership because “it demands shared responsibility for thinking as much as it requires
shared responsibility for doing” (p. 145). In addition, when the college presidents in their
study utilized all three functions (utilitarian, expressive, cognitive) together the teams
were more effective in responding to the diverse needs and expectations of the academic
community. Similarly, Knudson (1997) found that the three community college
presidential leadership teams in her study were effective because they were cognitively
complex, and functioned as “real” teams - - utilizing all three functions.

Section II: Study Limitations and Strengths

This study, and the data collected herein has several limitations and strengths. In
terms of limitations of this study there are several. First, due to the purposive sampling
used in this study, the findings should not be generalized to all small liberal ails colleges
or all women’s colleges. Although multiple-case design can enhance generalizability,
every liberal arts college varies in structure, culture, and presidential leadership style.
These three case studies make their greatest contribution in exploring the nature and
phenomenon of team leadership in liberal arts colleges during financial crisis rather than
in creating data generalizable to all institution types.

A second limitation is related to the gender of the College Presidents, and the
composition of each administrative team. The College Presidents at all three institutions
were female. No comparison was made between how effective male college presidents
were in utilizing a team leadership approach to the effectiveness of a female college
president. In addition, the number of team members on the three different administrative
teams varied, as well as their roles, titles, and responsibilities. At one institution, there
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were as many as 10 team members on the presidential leadership team. Neither the size
nor the administrative composition of each team were analyzed. According to Knudson
(1997), “real" teams can also be shaped by the composition of a team. For example, depth
of decision-making can be limited if key areas of expertise is missing from the group;
such as legal issues and racial diversity.

Length of employment at the College and in the administrative position also
varied among the three Colleges resulting in the third limitation. Two of the three
Colleges had team members who were hired less than a year prior to the interviews.
Knudson (1997) found that learning to be a team is a long and time-consuming process.
To be effective, team members need training in the philosophy and practices of team
leadership, and they need to establish a common vocabulary and definition of team
leadership terms. The three presidential leadership teams in her study varied in size and
were in the process of coalescing. Most of the team training with the three teams in this
study was minimal and implicit. In addition, every team had newly appointed team
members and some members felt an “extra burden of responsibility or great scrutiny as
team members” (Knudson, 1997, p. 156) while acclimating to the dynamics of the team.

Another limitation of the study involved the possibility of a halo effect over the
findings. Since the participants knew the subject of the research prior to the interviews,
they may have told the researcher what they thought the researcher wanted to hear
(Thomas & Nelson, 2001). Overly positive responses may have also been related to the
relationship these participating team members had with their Presidents.

In terms of scope, this research captured the perceptions and opinions of the
College Presidents and the administrative team members, yet it did not include the
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perceptions and opinions of faculty and/or students. This point was made evident at
Briarwood College where some team members felt that the faculty may perceive the
leadership style as less collaborative. In this study, all three administrative teams were
cohesive. However, teams that become cohesive can, in effect, become so exclusive that
they isolate themselves and lose touch with the rest of the college. Even though the group
members may perceive their team as functioning effectively, faculty and other campus
constituents may view things differently (Bensimon & Neumann, 1993). To examine
various views and perspectives on what organizational features enabled collaboration,
Kezar (2006) interviewed faculty, staff, and administrators. Interviewing various
individuals across campus enabled the researcher to examine differences by position for
potential significant distinctions.
Finally, had a focus from the outset been the women's college context, this
backdrop might have been explored further. Nonetheless, this component was explored as
it emerged in the data. For example, the culture of all women's colleges supports the
expectation that students and faculty be involved in the decision-making process
(Chamberlain, 1988; Harwarth et al., 1997). All three Presidents in this study understood
the importance of campus-wide inclusion. In addition, two of the three colleges did
consider or were considering the possibility of going coed. This could possibly influence
the cultural dynamics.
Despite these limitations, there are several strengths that can be drawn from this
study. In general, data were collected at three liberal arts colleges, specifically all
women's college led by female presidents. Each of the three Colleges had a strong
distinct mission of educating a diverse female population and a commitment to academic
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excellence. In addition, the institutions were purposefully selected based on classification
(liberal arts), presidential leadership style, and financial situation. The researcher used a
five percent or greater reduction in the total operating budget to identify institutions in
financial crisis situations. The fact that each of these three factors were held constant
(gender of president, women's college, liberal arts college) in studying team leadership in
financial crisis, and the crisis was also consistent is a real strength of the study data.

More specifically, the financial crisis situation was similar at all three Colleges.
Faculty and staff salaries were either deferred and/or reduced to ensure a balanced budget
at the end of the fiscal year. For comparison purposes, this is a strength of the study as the
researcher was able to look at the team leadership approach in three nearly identical
financial situations, and close institutional types. This study provides college presidents
currently using or considering implementing a team leadership approach knowledge and
insight from the “learning experiences” of the participating leadership teams, and
strategies on how to work together more effectively and function more efficiently. It also
can assist college presidents in determining if this style of leadership would be more or
less effective while handling a financial crisis situation at their institution.

Additionally, the quality of data collected strengthened this study. The researcher
conducted two separate in-depth, open-ended interviews with each participant for a total
of 52 interviews. Each participant was asked the same questions, which related
specifically to the research questions. Asking the same basic questions increases the
comparability of responses and provides the same data set from each respondent (Patton,
2002). One observation of a team meeting was also conducted at each of the three
institutions. Observing a team meeting enabled the researcher to gain insight to the
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participant’s responses from the interviews on how effective they perceived the team
leadership approach, especially during a financial crisis situation, and the functions of the
team. Furthermore, the researcher also observed the team’s culture by noting the
processes involved in making decisions relating to the financial crisis, and the
interpersonal processes that consist in the team’s life (Bensimon & Neuman, 1993).

To ensure results were dependable and valid, assumptions and the conceptual
framework behind the study were explained, an audit trial was used, and the researcher
integrated the use of case reporting and triangulating sources (Patton, 2002). Case
reporting involved the use of multiple sites and a cross-case analysis. The use of
combining sources of data strengthens the study (Patton, 2002). Using a multi-case
design, along with comparing findings from similar studies conducted by Bensimon and
Neumann (1993) and Knudson (1997) also enabled the researcher to incorporate multiple
data and multiple perspectives.

Section III: Implications

The function and effectiveness of the team leadership approach portrayed here in
these three cases have practical implications. The following sections present practical
implications based upon the findings and conclusions of this study. The audiences for
these implications are college presidents currently using or considering implementing a
team leadership approach. Recommendations are aimed to provide presidents strategies
on how to use team leadership to work together more effectively and function more
efficiently. Also, the study would benefit senior administrators and executives in
leadership positions to help determine the practicality and effectiveness of this style of
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leadership. Lastly, researchers who study team leadership and how it can apply to an
academic setting compared to a business environment may also find this study useful.

Team Leadership Works in Financial Crisis Situations if Embedded in a History
and Context of Having Been Used Overall in Prior Decisions.

When the three College Presidents in these cases were faced with a recent
financial crisis, they all used their proven and preferred team leadership style to address
the situation. Presidents Miller, Marshall, and Mitchell were committed to and
understood the value and usefulness of their team leadership approach. The success of
past experiences and effectiveness of this style of leadership helped the teams make
quality decisions involving the financial crisis situation. Although none of these three
Presidents were afraid to make a decision, they all understood that getting input from
their team and others would lead to better decisions. Utilizing the competency and
intelligence of their team members helped the Presidents find the best possible solutions
to institutional problems. Similarly, this finding paralleled the research conducted by
Bensimon and Neumann (1993). The presidents in their study found a consensus
approach to decision-making was particularly useful when dealing with issues that
affected the entire campus, such as policies and financial issues. According to many
participants in the present study, campus constituents at the three Colleges were
accustomed to the President’s inclusive and transparent style of leadership in regards to
many campus decisions.

Team Leadership Facilitates Team Members Sharing Information and Working
Collaborativelv.

At all three Colleges, team leadership was valued because it facilitated a
collaboration that improved the quality of decisions made, and validated people’s worth
in the decision-making process. Adopting a consensus approach to the decision-making
process encourages members to voice their opinions in critical matters such as the
allocation of financial resources or assessing policy issues (Bensimon & Neumann,
1993). Sharing information was a regular event for all three teams. Either weekly or bi¬
monthly meetings were scheduled with the presidential leadership team. Presidents
Marshall and Mitchell also hosted yearly one- or two-day retreats with the focus being on
information sharing. These retreats were well received by team members, and an implicit
means of team training.

The team at Briarwood College, however, was ineffective in communicating,
which arguably was the root of some of their problems. A possible reason for the
communication problems at Briarwood could be the short length of time in which the
members had been operating as a team. Team development and working in teams can be
a long and time consuming process (Bensimon & Neumann, 1993; Dumaine, 1994;
Kezar, 1998; Knudson, 1997; Rees, 2001). Knudson’s (1997) study highlighted some of
the factors that can result in team failure. They included: 1) team members involved need
to make a conscious decision to formulate a leadership team, which will be time
consuming; 2) necessary resources and commitment from all members is vital; 3)
presidents and team members need proper training in how to deal with conflict; and 4) to
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be effective, team members need training in the philosophy and practices of team
leadership.

The teams at Rutherford and Oak Colleges had been working together for over
two years which helped them develop a strong communication system. Also, the
Presidents at both Rutherford and Oak Colleges encouraged a strong communication
system. Whether communication was between the President and team members or among
the team members, people openly shared information and valued the collaborative team
atmosphere created by these Presidents. Members of “real” teams are more receptive and
comfortable with the quality of communication within the team, both formally and
informally (Bensimon & Neumann, 1993).

Bensimon and Neumann (1993) suggested that teams differ in the quality of their
work, in their style, and in their personality. The experience of being a team member on
one team can be totally different from another, and certain forms of teamwork may work
better for some teams than others. Therefore, Bensimon and Neumann (1993) asserted
that teams are not a group of people who work in harmony in pursuit of a common goal,
but rather a team is a group of people who lead, act, and think together. The team concept
of leading, acting, and thinking together had been developed at both Oak and Rutherford
Colleges, yet still needed work with the newer team at Briarwood.

Team Leadership Facilitates a Supportive Community.

The Presidents created a positive atmosphere that reinforced a supportive system,
in addition to a positive atmosphere that modeled trust and mutual respect among team
members. This was also demonstrated by how focused and committed everyone was on
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doing what was best for the institution. The level of effectiveness was exemplary of all
three Presidents and their team members.
All participants expressed their satisfaction with the way they were respected as
team members, and all were committed to the mission of the College regardless of the
financial crisis situations. Because of the role the Presidents played in modeling and
expecting mutual trust and respect, team members felt valued, which equated to greater
effectiveness and productivity within the team. The level of commitment towards the
mission of the College also increased as a result. This supports the literature of effective
team leadership. Lucas (2000) included creating a climate of trust as one of the twelve
principles of effective team leadership. In addition, peer support among administrative
team members was also considered an advantage of team leadership. Once the
administrative team develops cohesiveness, trust, openness, and respect, the collaborative
climate can help increase a supportive environment (Bensimon & Neumann, 1993;
Kolger Hill, 2001). Knudson (1997) emphasized how important these elements were to
team success. Team members at the three community colleges in her study revealed that
the desire to be a team is a critical component of team success, and that mutual trust and
respect, effective communication, and emotional support are vital to team effectiveness.
College presidents and leaders considering implementing a team leadership approach
should understand that time and effort spent on creating a positive environment for the
administrative team is invaluable.

Team Leadership Facilitates Viewing Problems from Multiple Perspectives.

In this study, all three teams were successful in viewing institutional problems
from multiple perspectives, which helped them make better decisions. However, at both
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Rutherford and Briarwood Colleges, team members expressed some frustrations in this
process. Overwhelmingly, all participants expressed how comfortable and free they felt
about sharing their perspectives with the President and other team members. There was a
clear understanding of the value and importance of hearing the various points of view,
and that better decisions are made when team members bring slightly different areas of
knowledge and experience to the forefront. Consistently, these three Presidents solicited
input and encouraged their teams to discuss and debate prior to making any major
decisions. As President Marshall at Rutherford College stated, “I think there is more
collective wisdom in a group than there is in a single person. I think you really do need to
hear what everyone has to say, and it is always remarkable to me how much each person
enriches the conversation.”

Bensimon and Neumann (1993) noted that viewing problems from multiple
perspectives can be useful to help expand the ways in which the president views
problems within the institution. A portion of Kezar’s (2001) case study involving the use
of servant leadership at a community college also revealed the value and usefulness of
diverse viewpoints in making better decisions. When the College President and his
administrative cabinet initiated a new form of leadership referred to as “servant
leadership” their plan was to create a leadership culture where people felt comfortable,
people worked collaboratively and collectively, and an open environment invited
dialogue and discussions where all voices were heard. Structural changes were also made
including the addition of several decision-making teams. As a result of the more
collaborative, participatory, and team structures, the campus developed a new values
statement to serve as a model to guide the leadership teams. The campus values statement
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reads as follows: ‘Diversity as essential to discovering truth; mutual and multi-directional
accountability; respect for each other as individuals; embrace these and work in
collaboration and teaming to produce the best decisions' (Kezar, 2001, p. 92). The values
in the statement were meant to draw upon the metaphorical notion that leaders are viewed
as the servants. The servants play the role of facilitator, encourager, and supporter. Thus,
leadership is a collective and collaborative process, and diverse viewpoints are
considered to be the key component to truth and problem-solving (Kezar, 2001).

In the present study, however, some team members from both Rutherford and
Briarwood Colleges identified some potential drawbacks to hearing various perspectives.
At Briarwood College, team members were frustrated with the time it took to make a
decision, and that the discussions, debates, and the sharing of various perspectives were
causing paralysis in analysis. Team members wanted decisions made quicker. When
implementing a team approach, the efficiency in the decision-making process is of
concern (Kezar, 1998). Rees (2001) stated that one reason people dislike working in
teams is because members become frustrated by the amount of time it takes the team to
reach consensus. Baker (1995) found that it took almost five times longer for teams in
higher education to make a decision than it did for one individual, highlighting the lack of
efficiency. However, it is important to emphasize that although it took longer to make the
decision, the extra time was compensated in the implementation phase because the team
members had a greater sense of ownership in the decision. This is similar to the point of
buy-in which was discussed earlier.

The issue regarding groupthinking was expressed with some team members at
Rutherford College. Team members were concerned that the team was too internal in
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their perspective, and that the team needed to consider conducting a deeper analysis of
their suggestions. Bensimon and Neumann (1993 ) noted that leadership teams can
become so cohesive that they isolate themselves from the rest of the institution, and can
fall into the phenomenon called “groupthinking.” Janis (1972) coined the term
“groupthink" to refer to the phenomenon of “assumed consensus,” which discourages
group members from expressing doubts or opposing opinions. Fischer (1993) described
the term groupthink as a “disease of terminal consistency” (p. 107).

The lessons and experiences from these three teams regarding the value and
usefulness of viewing problems from multiple perspectives are important. Consequently,
these three College Presidents helped nurture this team function by creating a healthy and
safe environment where each team member felt comfortable to raise sensitive questions,
challenge the status quo, and debate opposing views or perceived inconsistencies. Yet, it
is important for college presidents and leaders to be cognizant of the team’s potential to
fall into groupthinking. College presidents, leaders, and team members also need to
understand that group decision-making can be time consuming, but when the
implementation phase begins, the time taken will be well spent.

In sum, this study suggested that understanding the value and usefulness of a team
leadership approach can impact the effectiveness of the president’s leadership. It can also
help a college president lead an administrative team that is capable of managing
important administrative, financial, human relations, and intellectual issues (Bensimon &
Neumann, 1993). The three participating college Presidents in this study operated as
“real” teams. However, the level of effectiveness varied along a continuum as interpreted
by the researcher. The continuum of effectiveness ranged from the midway point on the
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scale to the far right indicating highly effective functioning. This supports the research
that found that a team leadership approach is an effective leadership style when dealing
with the diverse needs and expectations of academic communities (Bensimon, 1991;
Bensimon & Neumann 1993; Knudson, 1997).

Team Leadership at the Executive Level Must Encourage Strong Faculty
Involvement to be Successful.

In this study, all three College Presidents effectively involved faculty in the
decision-making process, yet, their level of effectiveness varied. President Miller at Oak
College and President Marshall at Rutherford College had a positive relationship with
their faculty, which guaranteed faculty buy-in to difficult decisions; whereas at
Briarwood College President Mitchell’s relationship with her faculty struggled over the
decision to defer salaries. Opposing perspectives regarding the amount of faculty
involvement in the decision-making process caused much of the controversy and strain
between the faculty and President Mitchell and her Administrative Council. Each
President was transparent throughout the decision-making process; however, the
effectiveness of communications and the level of involvement were dubious on the point
of the faculty at Briarwood College.

During the financial crisis situation at each of the three Colleges, critical decisions
revolving around financial cuts needed to be made to help the Presidents and the
administrative teams balance their budgets. Utilizing a team leadership approach when
making critical decisions proved to be effective for each President because they
understood the importance of supporting and inviting strong faculty governance and
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faculty involvement in the decision-making process. Faculty involvement helped increase
buy-in and implementation of the decision.

These findings are consistent with Kezar’s (2006) study of four public
comprehensive institutions that engaged in high levels of internal collaborative activities.
She found several key ways that these four institutions organized for collaboration. One
key was to align collaboration with the institutional mission. Kezar (2006) stated that a
“philosophy related to collaboration aligned with the mission of the institution was one of
the most powerful symbolic strategies” (pp 817-818). However, some participants in the
study expressed some resentment toward the collaborative efforts. Integrating
collaborative learning into the mission was a debated issue. In addition, faculty were
resistant to creating too many centralized units on campus and felt that collaboration was
emphasized too excessively. From their perspective, having too many centralized units
destabilized the traditional discipline structures. Becoming too top-down was also of
great concern to the faculty. Findings revealed that having a balance between top-down
and bottom-up initiatives can help in the efforts to create collaboration on campuses.

Kezar, Carducci, and Contrerars-McGavin (2006), also stated that implementation
of decisions made is smoother when individuals throughout the organization feel a great
sense of ownership, which is a significant benefit of utilizing teams. Bing and Dye (1992)
also found colleges and universities that utilized a more single-person decision-making
process deteriorated the community atmosphere and discouraged involvement in the
academic life of the institution.

Powers and Powers (1983) also found that eliminating the process of consultation
can cause problems. When consultation with faculty and staff is ignored or when faculty
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and staff are not given the opportunity to be involved in the decision-making process, it
could lead to refusal in support of the decision. “No matter how urgent a problem may
appear to be, an effort should always be made to sound out opinion, rather than lose the
sense of participation and authorization that consultation provides” (Powers & Powers,
1983, p. 173). Consultation can also increase faculty morale and satisfaction. Rice and
Austin (1988) found that 10 presidents of small private liberal arts colleges who utilized a
participatory, or a team-like, style of leadership that encouraged shared authority and
decision-making were both effective and productive, and faculty morale and satisfaction
were high.

In review, how a college president makes decisions can impact their effectiveness
(Fisher, et ah, 1988). The three College Presidents in this study found that utilizing a
team leadership approach by involving faculty in the decision-making process was both
effective and beneficial. Soliciting and valuing the input of faculty helped increase buy-in
and implementation of the decisions made during the financial crisis situations. It also
increased faculty morale and satisfaction, more so at Oak and Rutherford Colleges than at
Briarwood College. As a result, this study suggests that college presidents and executive
leaders should cultivate a strong communication system and faculty governance system
to ensure that appropriate constituents are involved throughout the decision-making
process. A collaborative effort can enhance the decision-making process (Bensimon &
Neumann, 1993). In higher education, the collegial atmosphere found more often in
liberal arts colleges lends support to presidents who implement a collaborative decision¬
making process (Baldridge et al., 1978; Bensimon et ah, 1989; Hotchkiss, 2002).
Emotions can increase and morale can decrease when the decision-making climate is less
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collaborative and the president's leadership style is seen to be more hierarchical (Rice &
Astin, 1988).

The Size and Structure of the Institution Matters When Utilizing a Team
Leadership Approach.

Although this study did not explore the use of a team leadership approach in a
large university, at all three participating liberal arts colleges, the Presidents and team
members believed the small size of their institution influenced the implementation of a
team leadership style. The smaller size of the community helped the Presidents keep
college stakeholders informed and involved. Small liberal arts colleges also make it more
feasible to draw together constituent groups for conversation and collaboration than in
larger institutions. This was a point emphasized by President Marshall at Rutherford
College. Yet, all three Presidents emphasized that regardless of institutional size, they
would at least try to implement their preferred style of leadership as a president in other
settings. This style of leadership also has implications for all colleges and universities at
all administrative levels.

Being a strong leader and understanding the importance of vision and strategic
planning were other influential factors in regards to the effective use of a team leadership
style in a small college setting. Both President Miller and President Marshall were strong
leaders with vision. President Marshall’s continuous focus on strategic planning was seen
as one of her greatest strengths as a leader at Rutherford College. The Plans for
Rutherford College 2003 and 2010 were evidence of how much President Marshall
valued planning. Both Plans were by-products of a highly collaborative process involving
constituencies from across campus. However, the lack of vision and planning on the part
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of President Mitchell was considered by some team members at Briarwood College as the
perceived reason why the Administrative Council lacked teamwork. The absence of a real
strategic plan was perceived as hindering the team's growth. Yet, it is important to note
that the results of the coed feasibility study may force the President and her team to
formulate a strategic plan for the institution.

The results of this study supported the findings of previous studies reporting that
effective presidents at small private liberal arts colleges use a participatory leadership
style (Rice & Austin, 1988), a more collegial style versus authoritarian style of leadership
(Hotchkiss, 2002), a consensus collegial approach (Cohen & March, 1974), and a team
leadership style (Bimbaum, 1992; Bensimon & Neumann, 1993). For the three
participating College Presidents, a team leadership approach worked better in the nonhierarchical environment they established, and was more effective with a strong leader
who understood the importance of vision and strategic planning. Hidgon (2003) stated
that presidential vision and leadership is crucial to institutional success. Also, one of five
fundamental practices of exemplary leadership is to inspire a shared vision (Kouzes &
Posner, 1995).

Thus, this study suggests that college presidents of small and large institutions
need to consider the practical use of a team leadership approach. Size can influence the
time and nature of how information is collected and disseminated throughout the campus,
and the ability to build a more lateral or flat organizational structure. Regardless of
institutional size, college presidents should actively involve their presidential leadership
teams and the entire campus community in strategic planning. It will help not only the
team with direction, but the college community as a whole.
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Team Leadership is Uniquely Important to Women’s Colleges that Serve a
Diverse Student Body,

The three liberal ails colleges involved in this study were all women’s colleges.
The missions of these Colleges all included a strong commitment to educating a diverse
population of less affluent students with an emphasis on academic excellence.
Subsequently, tuition revenue was affected by low enrollment, in addition to a greater
number of students needing financial assistance at these three Colleges. However, the
effectiveness of the team leadership approach during the financial crisis situations was
evident by the cohesiveness of these women's colleges, and the focus of the Presidents
and their teams toward the mission of the College.

Based on the information gathered in this study, there was a direct relationship
between trying to create opportunities for low income students and the institution's
financial crisis problems. To some degree, all three Colleges faced similar on-going
financial challenges. These challenges included a decline in single sex education, high
financial aid budgets, low endowments, and the high cost of higher education. However,
many of these challenges directly affected the recent financial crisis at all three Colleges.
The loyalty and inclusiveness surrounding the mission and culture of these Colleges was
well understood by the Presidents and the team members. Thus, these Presidents were
committed to using a team leadership approach to tackle the financial crisis situations.
Valuing and regularly soliciting input from many campus constituencies and involving
these constituencies in the decision-making process was common practice among these
Presidents. Presidents Miller, Marshall, and Mitchell were also committed to their all
female student population.
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When President Marshall first arrived at Rutherford College, she initiated a
restructuring plan. The restructuring planning process focused on looking at the key
elements of the institution, and all of its various dimensions. One element of
consideration included the positive and negative aspects of single sex education.
President Marshall stated that “there was very high level of consensus about the mission
and values of the institution.” As a result, five key interdependent elements symbolized
the mission including excellence, the liberal arts, diverse community, women's
education, and engagement with the world. This cohesiveness and commitment to the
women’s college context helped the President and her administrative team make the best
decisions for the institution during the recent financial crisis situation.

However, the cohesiveness and commitment to the mission of the College was
tried at Briarwood College. Due to concerns revolving around low enrollment and low
tuition revenue, the presidential leadership team along with consultation with the college
community, initiated a coed feasibility study late in the research process. The culture and
climate of Briarwood College may completely change as a result of the feasibility study.
Although the President and team members were committed to the mission of the College,
many realized that based on the financial situation of the College, going coed may be
what saves Briarwood College.

All three participating Colleges successfully survived their recent financial crisis
situation involving deferred and/or reduced faculty and staff salaries. However, one of the
three Colleges remains in a vulnerable cultural and mission directive state, while the
other two remain strong to their missions of educating a diverse and less affluent all
female population. Regardless, the impact of women’s colleges remains steadfast.
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Women's colleges have been in existence for over 100 years. However, within the
past decade, the number of women's colleges and the overall enrollment has fluctuated.
Some women's colleges have experienced steady enrollments and strong endowments,
while others have either closed or gone coeducational (Women’s College Coalition,
2006). These colleges vary in demographics, size, selectivity, prestige, and religious
affiliation. Regardless, the distinct and common mission of many of these all-female
institutions of higher education is to promote and expand educational opportunities for
women (Harwarth, et ah, 1997).

Studies conducted on women’s colleges have revealed many positive effects on
students who attend women’s colleges. According to Astin (1993) and Tidball (1973),
women's colleges have positive effects on overall academic development, cultural
awareness, writing skills, problem-solving skills, critical-thinking skills, and foreignlanguage ability. Other studies have found that women's colleges foster leadership skills
and development; provide women with more female role models; and encourage women
to focus on traditionally male-dominated fields of study (Harwarth, et ah, 1997; Whitt,
1994). This study demonstrated that presidents of women’s colleges can effectively
utilize a team leadership approach when dealing with a financial crisis situation. Yet, the
culture, cohesiveness, and commitment towards educating women can be both the driving
forces in helping these colleges regain financial stability, and the causes of their financial
demise.
In sum, team leadership might be the most natural and best hope to shepherding
these three institutions toward a successful future whether they remain single-sex or
become coed. The benefits of this style of leadership were invaluable, and the success
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was evident even during a financial crisis situation. Team leadership facilitates the
sharing of information, collaboration, a supportive community, viewing problems from
multiple perspectives, and encourages strong faculty involvement. Although the benefits
of this leadership style were revealed in the women’s college context, these benefits can
prevail in other college settings.

Section IV: Specific Recommendations for a College President, Executive Leader, and
Senior Administrator Presently or Interested in Utilizing a Team Leadership Approach

In part, the purpose of this study was to help college presidents gain knowledge
and insight from the “learning experiences” of the participating leadership teams, and
assist in determining if this style of leadership would be more or less effective while
handling a financial crisis situation at their institution. Based on the findings, the
researcher suggests the following recommendations to college presidents, executive
leaders and senior administrators presently or interested in utilizing a team leadership
approach: 1) use all three functions fully (utilitarian, expressive, cognitive); 2) spend time
and effort on team building workshops; 3) balance time for sharing information and
debating multiple perspectives with efficient decision-making; 4) be conscious of
possible “groupthinking”; 5) cultivate a strong communication system and faculty
governance system; and 6) involve campus constituencies in strategic planning.

In regards to the first recommendation, fully utilizing all three functions allows
the leadership team to respond to the diverse needs and expectations of an organization.
Specifically, the utilitarian function encourages the team to work effectively together to
help the President solve problems and maintain control over institutional operations; the
expressive function reinforces a sense of connectedness among team members, provides
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guidance and advice to the President, and is mutually supportive and collaborative in
achieving institutional goals; and the cognitive function expands the intelligence of each
team member by using multiple perspectives when viewing problems. A leader who
conceives all three functions fully is in a better position to create a real team capable of
dealing with complex issues facing many organizations including institutions of higher
education (Bensimon & Neumann, 1993; Knudson, 1997).

Second, spending time and effort on team building skills will only enhance the
team's ability to work together. According to Bensimon and Neumann (1993), team
building involves building relationships, and they interpret the work of team building as
relational. Therefore, “teams and teamwork are achievements of human beings who work
together, rather than outcomes of impersonal managerial processes” (Bensimon &
Neumann, 1993, p. 106). Team training is essential to team success. Besides the on-thejob training and trial-and-error experiences, college presidents, executive leaders, and
senior administrators have received minimal training opportunities to obtain the basic
skills involved in working with leadership teams (Bensimon & Neumann, 1993; McDade,
1987). Leaders need training on how to create pockets of collaboration, which can help
transform the institution (Kezar et al., 2006). Teams will fail when they are given little or
no training or support, and when the system of communication is weak (Dumaine, 1994).
An effective team leader needs to assert and support team building, which will help the
leader nurture a team structure that fosters connectedness, interaction, and collaboration.

The third recommendation emphasizes the importance of the leader to consider
many perspectives in the decision-making process, while also understanding the
importance of moving a decision forward in a timely manner. Although it is necessary
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and valuable to gather information from many constituencies, and to listen to multiple
perspectives, spending too much time processing information, and debating and
discussing possible solutions can result in frustration among team members. Rees (2001)
stated that many dislike working in teams because team members become frustrated by
the amount of time it takes the team to reach consensus.

Likewise, it is also important for leaders to be conscious of the teams’ potential to
internalize their perspectives, the fourth recommendation. The risk of insularity increases
when a leadership team becomes too focused on consensus. Leaders need to be aware and
assured that the team processed and analyzed the problems and possible solutions
completely prior to making a decision. Teams that become too internal in their
perspectives can make hasty decisions. Instead, leaders should support the concept of
“team thinking.” “Team thinking requires individuals to work their minds and express
their thinking publicly, to other team members, regardless of the topic under discussion,”
and “be open to the different thinking processes of other members of the team”
(Bensimon & Neumann, 1993, p. 57).

The fifth recommendation emphasizes the need for leaders to also understand the
importance and value of cultivating a strong communication system and faculty
governance system. This will insure that the team is gathering viable and critical input
from various campus constituencies. It inevitably will also impact buy-in and the
implementation of decisions made, as well as impact morale on campus. Many of the
participants in this study, including the College Presidents, stressed the importance of
having a strong communication system within the executive team as well as throughout
the campus. Additionally, participants in this study felt strongly about the role of faculty
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governance in the decision-making process. Strong faculty involvement can help generate
better decisions, affect the implementation of the decisions made, and ultimately affect
faculty morale.

Lastly, not only having a strategic plan, but also involving the team and other
campus members in the planning process is another valuable recommendation. This point
was emphasized by many of the participants in this study. A strategic plan formalizes the
direction and goals of a college, and can influence and impact potential solutions to
campus problems. Inviting and including all campus constituents will ensure all areas of
the college are represented and reflected in the strategic plan. Although this study only
examined a team leadership approach at liberal arts colleges, the value and importance of
strategic planning and involving others in the process should be applicable at all types of
institutions.

In sum, the six recommendations: 1) use all three functions fully; 2) spend time
and effort on team building workshops; 3) balance time for sharing information and
debating multiple perspectives with efficient decision-making; 4) be conscious of
possible “groupthinking”; 5) cultivate a strong communication system and faculty
governance system; and 6) involve campus constituencies in strategic planning, reflect
the analysis of information obtained by three College Presidents and their administrative
team members effectively utilizing a team leadership approach during a financial crisis
situation. Team leadership is considered to be more effective than a bureaucratic style of
leadership because of the expectations that team members share in the responsibility of
thinking as well as doing, which in turn enhances the team's involvement throughout the
organization (Bensimon and Neumann, 1993). However, before a leader initiates a team
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leadership approach at his or her organization, understanding the realities and feasibility
of implementation is critical (Bensimon & Neumann, 1993; Bimbaum, 1992). College
presidents, executive leaders, and senior administrators can acquire valuable knowledge
and insight from the “learning experiences" of the participating leadership teams.
Effectively utilizing a team leadership approach can be an exciting and challenging task
for any leader, however, if built, functioned, and maintained properly the benefits can
outweigh solo leadership.

Section V: Directions for Future Research

A team leadership approach is gaining considerable amount of popularity in a
variety of organizations, including institutions of higher education (Bensimon &
Neumann, 1993; Bimbaum, 1992; Bolman & Deal, 1997; Eckel, 1998; Frost & Gillespie,
1998; Gardiner, 1988; Guskin & Bassis, 1985; Katzenbach & Smith, 1993; Kezar, 2006;
Kezar et al., 2006; Kezar, 1998; Knudson, 1997; Kolger Hill, 2001; Larson & LaFasto,
1989; Levy-Reiner, 1990; McCann & Margerison, 1989; Rees, 2001; Riechmann, 1991;
Weber & Karman, 1989). However, limited research has been conducted on the
utilization of this leadership approach specifically in higher education. This study
examined the decisions and behaviors of three liberal arts college presidents utilizing a
team leadership style during a financial crisis situation. It also examined the aspects of
the liberal arts culture and how it influenced team leadership functioning in a financial
crisis situation. Based on the findings, the researcher suggests further exploration in the
following areas.

First, an important finding in this study was how the team leadership approach
supports and reinforces a collaborative working environment. While examining the team
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leadership approach, researchers should focus on how working collaboratively helps team
members feel included and valued. Yet, it is important to also examine if a collaborative
environment is modeled by the leader. Once a team develops cohesiveness, trust,
openness, and respect, the collaborative climate can help increase a supportive
environment (Bensimon & Neumann, 1993; Kolger Hill, 2001).

Second, this study found the culture of the environment key to team leadership
effectiveness. Researchers should explore and compare the similarities and differences of
the institution’s culture. The size and complexity of an institution may influence the
decision by the leader to institute a team leadership approach (Bensimon & Neumann,
1993 ). The larger the institution and the more levels involved in the decision-making
process, the more difficult it becomes to establish a collaborative environment on issues
that affect various campus constituents (Keeton, 1971). Presidents who use a more
collegial structure are more likely to gain support of their constituents, which can affect
their ability to influence the interpretive life of the institution (Bimbaum, 1992).

Next, when studying team leadership, it is recommended that researchers examine
the perceived roles of the team members. In the present study, the researcher found that
the team members had a clear understanding of their perceived roles. Team members
perceived that they were expected to be supportive, work collaboratively, and expected to
wear multiple hats. To work effectively, team members need to understand their
perceived roles within the team. Knudson (1997) noted that team members in her study
emphasized that the desire to be a team is a critical component to team success. If there
are signs of power struggles, interpersonal conflicts, and lack of patience in working with
others, a team leadership approach can be less effective (Kezar, 1998; Rees, 2001).
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Another point of emphasis is that the roles that team members play will vary depending
on the task or crisis (Neumann, 1991).
Fourth, researchers interested in studying team leadership need to understand that
the use and effectiveness of viewing problems from multiple perspectives is a critical
component of this style of leadership. According to the findings from the present study,
the researcher found that viewing institutional problems, specifically the financial
problems, from multiple perspectives allowed the presidential teams to fully examine the
issues and generate possible solutions from more than one valued dimension. This helped
the teams make better decisions. Cautiously, however, the president and team members
should be aware of the possibility of overanalyzing problems and potential solutions,
which can cause frustration for some team members. Team leadership encourages
individuals to share their beliefs, perspectives and expertise, which can become a vehicle
by which the understanding and commitment to the institution can be enhanced
(Bensimon & Neumann, 1993; Pomrenke, 1982). Neumann (1991) noted that when the
team views problems from multiple perspectives it stimulates personal and organizational
learning. The sharing of leadership found in teams can also increase the number of lenses
monitoring the campus environment for potential problems and evaluating campus
performance, and provide a college with a more complex way of thinking (Bimbaum,
1992).

Fifth, future research might examine possible gender differences in college
presidents using a team leadership style. The present study examined team leadership
utilized by female college presidents only. This style of leadership is more characteristic
of women leaders. According to Wenniger and Conroy (2001), women leaders are
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characterized as emphasizing collaboration and cooperation more than men leaders who
emphasize hierarchy and order. Considering much of the debate on gender and leadership
style differences are based on perceptions, comparing the perceived similarities and
differences in how leadership teams function between a male college president and a
female college president should be studied. How do male college presidents utilizing a
team leadership approach differ from female college presidents utilizing a team
leadership approach? An additional line of inquiry may include not only the president's
and the team member's perception of gender differences, but also the faculty's general
perception of the effectiveness of a team leadership approach, as well as their perception
of gender differences. What are the faculty perceptions of team leadership effectiveness?
Sixth, research suggests that this style of leadership is more practical in a small
college setting. This raises questions regarding the overall reality, feasibility, and
effectiveness of utilizing a team leadership approach at a large university setting, and in
the decision-making process at a large university. Examining a team leadership approach
in this setting may be limited to division, school, or department levels because of the
more complex structure.
A seventh line of inquiry for researchers might study the influence of the cultural
environment of the institutions. The three Colleges that participated in this study were all
women’s colleges. Findings may vary in the effectiveness of a team leadership approach
to decision-making when comparing coed liberal arts colleges to single sex liberal arts
colleges. What aspects of coed liberal arts settings and culture influence team leadership
functioning? Also, the influence of the institution’s culture can explain why presidents of
similar institutions using the same leadership style can produce widely divergent results.
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Thus, conducting a longitudinal study that examines a team leadership approach within
both a coed and single-sex context may provide valuable information into the culture and
environment of these institutions.
Finally, the methodology used for this study was a qualitative multiple-case study
design. From the multiple-case study design, a cross-case analysis was conducted to
enable the researcher to respond to the research questions by comparing and contrasting
the findings across the three institutions. Case studies are the preferred research method
when the investigator is posing the “how” and “why” questions (Yin, 1994), and the
inclusion of multiple-cases enhances the external validity of the findings (Merriam,
1998). However, it would be interesting to investigate the effectiveness of college
presidents using a team leadership approach by mixed methods. Including both
qualitative and quantitative research methods can add validity and depth of
understanding, and the findings could be generalized to a larger population (Thomas &
Nelson, 2001).

In closing, this study supported much of the literature reflecting the influence and
effectiveness of a team leadership approach in small private liberal arts colleges. More
specifically, this style of leadership can work in a crisis situation. The three College
Presidents that participated in this study proclaimed that they would use a team
leadership approach regardless of the situation. Even when the Presidents were faced
with a financial crisis situation at their institutions, there was no hesitation which style of
leadership they would use. Using a team leadership approach in making difficult
decisions, helps make better decisions, increases buy-in, and helps create a positive
campus environment. The processes of collaboration and the products of the decisions
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made when utilizing a team leadership approach contribute to the effectiveness of this
style of leadership comparatively to the traditional, individual-centered, bureaucratic
style of leadership. Yet. more research and effort is needed to change the solo leader
perspective still prevalent on many college campuses. According to Bensimon and
Neumann (1993), “Despite the fact that teams are all around us, we have persisted in
living by a myth of solo, all-powerful leadership. It is this persistence - the long¬
standing, seemingly ineradicable belief in omnipotent, one-person leadership - that
stands as a great mystery to us” (p. 162).
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APPENDIX A
CONSENT FORM
Return Address
Date

Dear NAME,

My name is Kathy Mangano and I am currently completing my dissertation at the
University of Massachusetts at Amherst. The subject of my doctoral research is "A team
leadership approach to financial decision-making in liberal arts colleges.” The purpose of
this study is to examine the similarities and/or differences in how three liberal arts college
presidents and their administrative teams function in a financial crisis situation. I am
hoping you and your executive leadership team might consider being a part of this study.
Participation in this study will require interviews with members of your executive
team and access to observe one team meeting where financial issues are discussed.
Anonymity is promised to participants and to institutions that participate in the study. To
ensure anonymity, participants can choose a pseudonym name for themselves and the
institution. This is an important study because it can help other college presidents gain
knowledge and insight from the “learning experiences” of the members of the
presidential leadership teams under investigation, and also help them determine if this
style of leadership would be effective while dealing with a financial crisis situation at
their institution. The contribution of this research to the understanding of presidential
leadership teams in liberal arts colleges may be significant. As of yet, no similar study
has been conducted. In return for participating in the study I will submit to you a
summary report on what I have learned about the functions, effectiveness and efficiency
of utilizing a team leadership style at the college presidential level during financial
hardship times.
Shortly, I will be contacting you by phone to discuss with you your interest in
participating in this study. I look forward to talking with you. In the meantime, if you
have any questions, please feel free to contact me by mail at the above address, by e-mail
at_, or by telephone at(-)-.-.

Sincerely,

Kathy Mangano
Doctoral Student
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APPENDIX A (cont.)
INFORMED CONSENT FORM
Date
Dear President_,
Thank you for agreeing to participation in my research study. As previously mentioned in
my letter, the subject of my doctoral research study is “A team leadership approach to
financial decision-making in liberal arts colleges.’' The purpose of this study is to
examine the similarities and/or differences in how three liberal arts college presidents and
their administrative teams function when dealing with a challenging financial situation.
Participation in this study will consist of two 1-hour interviews with you and with each
member of your executive team. Your interviews will be conducted at your preferred
campus location. All interviews will be tape-recorded. In addition, I am asking
permission to observe one team meeting where financial issues are discussed. Field notes
only will be taken during the meeting.
Anonymity is promised to you and to the institution. To ensure anonymity, you can
choose a pseudonym for yourself and the institution. Participation in this study is
voluntary, and you retain the right to withdraw or discontinue your participation for any
reason and at any time without penalty.
In return for participating in the study I will submit to you a summary report on what I
have learned about the functions, effectiveness and efficiency of utilizing a team
leadership style at the college presidential level during financial hardship times.
The contribution of this research to the understanding of presidential leadership teams in
liberal arts colleges may be significant. Other college presidents can gain knowledge and
insight from the “learning experiences” of the members of your presidential leadership
team, and also help them determine if this style of leadership would be effective while
dealing with a challenging financial situation at their institution.
Approval to conduct this study has been granted by Dr. Kerry Ann O’Meara, Department
of Education at the University Of Massachusetts. If at any time you have questions
regarding this study, please feel free to contact Kathy Mangano at (—)-or email
address or Dr. O’Meara at (—)-or email address.
Sincerely,

Kathy Mangano

APPENDIX A (cont.)

I_certify that I have read and
understand the study as described in this statement. I willingly consent to participate.

Signature

Date

Researcher’s Signature
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APPENDIX A (cont.)
INFORMED CONSENT FORM
Date
Dear__
I am currently working on my doctoral degree in the Higher Education program at the
University of Massachusetts at Amherst. The subject of my doctoral research study is “A
team leadership approach to financial decision-making in liberal arts colleges.” The
purpose of this study is to examine the similarities and/or differences in how three liberal
arts college presidents and their administrative teams function when dealing with a
challenging financial situation.
Participation in this study will consist of two 1-hour interviews with you, the college
president, and each of the other members of the executive team. Your interviews will be
conducted at your preferred campus location. All interviews will be tape-recorded. In
addition, permission has been granted by President Marshall to observe one of your team
meetings where financial issues are discussed. Field notes only will be taken during the
meeting.
Anonymity is promised to you and to the institution. To ensure anonymity, you can
choose a pseudonym for yourself. Participation in this study is voluntary, and you retain
the right to withdraw or discontinue your participation for any reason and at any time
without penalty.
In return for participating in the study I will submit to President Marshall a summary
report on what I have learned about the functions, effectiveness and efficiency of utilizing
a team leadership style at the college presidential level during financial hardship times.
The contribution of this research to the understanding of presidential leadership teams in
liberal arts colleges may be significant. Other college presidents can gain knowledge and
insight from the “learning experiences” of the members of your presidential leadership
team, and also help them determine if this style of leadership would be effective while
dealing with a challenging financial situation at their institution.
Approval to conduct this study has been granted by Dr. KerryAnn O’Meara, Department
of Education at the University Of Massachusetts. If at any time you have questions
regarding this study, please feel free to contact Kathy Mangano at (—)-or email
address or Dr. O’Meara at (—).- or email address.
Sincerely,

Kathy Mangano
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APPENDIX A (cont.)

I_certify that I have read and
understand the study as described in this statement. I willingly consent to participate.

Signature

Date

Researcher’s Signature
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APPENDIX A (cont.)
CONSENT FORM
Return Address
Date
Dear NAME,

My name is Kathy Mangano and I am currently completing my dissertation at the
University of Massachusetts at Amherst. The subject of my doctoral research is "A team
leadership approach to financial decision-making in liberal arts colleges.’' The purpose of
this study is to examine the similarities and/or differences in how three liberal arts college
presidents and their administrative teams function in a financial crisis situation. I am
hoping you might consider being a part of this study.
Participation in this study will require two interviews with you and each member
of the president's executive team. Also permission from your President has already been
granted to observe at least one scheduled team meeting where financial issues are
discussed. Anonymity is promised to participants and to institutions that participate in the
study. To ensure anonymity, participants can choose a pseudonym name for themselves.
This is an important study because it can help other college presidents gain knowledge
and insight from the “learning experiences” of the members of the presidential leadership
teams under investigation, and also help them determine if this style of leadership would
be effective while dealing with a financial crisis situation at their institution. The
contribution of this research to the understanding of presidential leadership teams in
liberal arts colleges may be significant. As of yet, no similar study has been conducted. In
return for participating in the study I will submit to the college president a report on what
I have learned about the functions, effectiveness and efficiency of utilizing a team
leadership style at the college presidential level during financial hardship times.
Shortly, I will be contacting you by phone to discuss with you your interest in
participating in this study. I look forward to talking with you. In the meantime, if you
have any questions, please feel free to contact me by mail at the above address, by e-mail
at_, or by telephone at (-)..
Sincerely,

Kathy Mangano
Doctoral Student

307

APPENDIX B
DEMOGRAPHIC FORM
Name of Institution

Address
(Zip)

(State)

(City)
Team Leader
(Name)

(Title)

(Telephone Number)

(Email Address)

Ethnic/Racial Category

Gender

Highest degree earned

Number of years at the college

Number of years in current position

Team Members:

1.
(Name)

(Title)

(Name)

(Title)

(Name)

(Title)

(Name)

(Title)

2.

3.

4.

Total number of faculty

Total number of staff

Total number of current residential undergraduate students enrolled
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APPENDIX B (cont.)
DEMOGRAPHIC FORM

Name of Institution

Address
(City)

(State)

(Zip)

Team Member
(Name)

(Title)

(Telephone Number)

(Email Address)

Gender

Ethnic/Racial Category

Highest degree earned

Number of years at the college_

Number of years in current position_

Number of years on president’s leadership team

Main responsibility at the institution
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APPENDIX C
INTERVIEW PROTOCOL
Interview One
1.0

As you know, my study explores how presidential leadership teams function in a
liberal arts college setting when dealing with a financial crisis. Can you tell me
about the financial crisis at your college, and where the situation stands today?

2.0

During the financial crisis, how often did you meet with your administrative
team? Tell me how the team’s agenda was constructed? What other ways were
you communicating?

3.0

Was your administrative team involved in assessing the situation and determining
strategies? If so, how?

4.0

As you and your administrative team worked through the crisis, were you most
often working alone, in pairs or smaller groups? Did you assign specific roles to
each team member? What did you consider your role(s) in working with this team
during the financial crisis?

5.0

How would you describe the quality of the communication within the team? How
do you make sure that every voice is heard, even opposing ones?

6.0

Explain any specific training you may have done with the team when your were
first hired as president or any time thereafter. If new administrative members were
hired during the financial crisis, how were they phased in to the team?

7.0

Specifically, what really worked well about the way you and your administrative
team functioned through this crisis?

8.0

What might you do differently?

310

APPENDIX C (cont.)
INTERVIEW PROTOCOL
Interview Two
1.0

Liberal ails colleges are well known for their collaborative decision-makine
processes and faculty members desire to have significant input into major
decisions. Can you tell me how the culture of_influenced how
you and your team weathered this financial crisis? How do you think your
decision-making process would have been different in another institutional type?

2.0

What were some of the hardest decisions you and your team had to make during
the financial crisis?

3.0

When it finally came down to making these hard decisions, did the team make
them together or was this your role exclusively? Why or why not?

4.0

Was there consensus among the team that the right decisions had been made? If
not, how was conflict handled within the team?

5.0

Looking back, was the process you used the most efficient way to make these
decisions? Was it the best way? Why or why not? Were there distinct advantages
or disadvantages of using a team approach to make these decisions?

6.0

Would the decisions have been made the same if you had made them yourself?
Why or why not?

7.0

During the financial crisis describe when you knew you were effective?

8.0

What do you perceive are the differences in terms of team effectiveness between
presidents hired from within the institutions and presidents who are externally
hired? Between team members with “old” versus “new” team members? Does
the size of the administrative team make a difference? If so, how?

9.0

Who was your role model or mentor? Why?

10.0

Is there anything else you would like to tell me about the administrative team,
your role within it, or the decision-making processes during the financial crisis?
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APPENDIX C (cont.)
INTERVIEW PROTOCOL
Interview One
1.0

As you know, my study explores how presidential leadership teams function in a
liberal arts college setting when dealing with a financial crisis. Can you tell me
about the financial crisis at your college, and where the situation stands today?

2.0

During the financial crisis, how often did you meet as an administrative team?
Was the president always present during these meeting? Why or why not? Tell me
how the team’s agenda was constructed? What other ways were you
communicating?

3.0

Was the entire administrative team involved in assessing the situation and
determining strategies? If so, how?

4.0

As the president and the administrative team worked through the crisis, were you
most often working alone, in pairs or smaller groups? Were you assigned specific
roles? By whom? What role did the president take in working with the team
during the financial crisis?

5.0

How would you describe the quality of the communication within the team? How
did the president make sure that every voice is heard, even opposing ones?

6.0

What was each person's role on the team during the financial crisis? What was the
president’s role?

7.0

How effective of a leader do you think the president was in utilizing his/her
decision-making style during this difficult time? How effective were each of the
team members in their roles? How effective were you in your role?

8.0

Explain any specific training you may have gone through as a team or
individually when the president was first hired. What about any time thereafter? If
new administrative members were hired during the financial crisis, how were they
phased in to the team?

9.0

Specifically, what really worked well about the way you and your administrative
team functioned through this crisis?

10.0

Looking back, is there anything you would have done differently? Is there
anything you wish the president or other team members might have done
differently?
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APPENDIX C (cont.)
INTERVIEW PROTOCOL
Interview Two
1.0

Liberal ails colleges are well known for their collaborative decision-making
processes and faculty members desire to have significant input into major
decisions. Can you tell me how the culture of_influenced how
the president and your team weathered this financial crisis? Plow do you think the
decision-making process would have been different in another institutional type?

2.0

What were some of the hardest decisions the president and the team had to make
during the financial crisis?

3.0

When it finally came down to making these hard decisions, did the team make
them together or was it the president's role exclusively? Why or why not?

4.0

Was there consensus among the team that the right decisions had been made? If
not. how was conflict handled within the team?

5.0

Looking back, was the process you used the most efficient way to make these
decisions? Was it the best way? Why or why not? Were there distinct advantages
or disadvantages of using a team approach to make these decisions?

6.0

Would the decisions have been made the same if the president had made them
himself/herself? Why or why not?

7.0

What do you perceive are the differences in terms of team effectiveness between
presidents hired from within the institutions and presidents who are externally
hired? Between team members with “old” versus “new” team members? Does
the size of the administrative team make a difference? If so, how?

8.0

Who have you worked with before? What was different about his/her leadership
style?

9.0

Is there anything else you would like to tell me about the administrative team,
your role within it, or the decision-making processes during the financial crisis?

J>1 J
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